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Abstract 
 
Successful enterprises are those that consistently create new knowledge, disseminate 
it widely throughout the enterprise and quickly embed it in new technologies and 
products. These ‘knowledge-creating’ enterprises understand what knowledge is and 
 
what they should do to exploit it. In other words, they successfully manage and share 
their knowledge throughout their enterprise.  
 
When launching a knowledge management initiative, it is important to identify which 
knowledge management processes are most relevant to the enterprise’s environment 
and systems, and steps should be taken to support these activities and integrate them 
into daily operations. Broader elements and issues should also be identified and 
recognised for the influence they have on the knowledge management process. For 
example that enterprises should encourage individuals to interact, to work together on 
projects, or to share their ideas on an informal basis and systems are needed to codify 
the knowledge of individuals so that others can use it. Applying these elements 
involves: information technology; formal and informal structures; and specific 
knowledge management tools. 
 
Another important factor in the success of a knowledge management project is to 
ground knowledge management and knowledge sharing within the context of the 
enterprise’s business strategy seeing that the intranet can assist in the creation of 
economic value and competitive advantage for the enterprise. 
 
The knowledge sharing or knowledge contribution part of the knowledge management 
process seems to be the most difficult for enterprises. Knowledge sharing often takes 
place in enterprises via employees’ informal networks. Knowledge management could 
turn this informal, ad hoc process into a more systematic process.  
 
Creating a corporate culture where knowledge is valued and shared effectively is a 
challenge. Part of the solution could be for an enterprise to be aware of their specific 
corporate culture and how it influences their behaviour and attitude towards 
knowledge sharing. Because the employee’s behaviour determines the sharing of 
knowledge, leadership has an important role to play and they could use various 
motivational practices to encourage knowledge sharing. Leadership should commit to 
creating an environment, within which employees are able to share, assess and 
experiment with new knowledge gained. The corporate intranet could be used as such 
an environment, but employees need to be trained to use their knowledge 
 
management IT tools, making it as easy as possible for employees to contribute to the 
enterprise knowledge base.   
 
Effective intranet usage should be embedded in the enterprise’s general corporate and 
knowledge sharing culture. The intranet should be seen as an essential part of the 
enterprise’s knowledge management system and should be designed to suit and 
enhance the enterprise knowledge sharing activities and culture. It is also important 
that intranets should be evaluated regularly to determine its current contribution to as 
well as future potential of the knowledge sharing capability of the enterprise.  
 
The importance of evaluating and measuring the enterprise intranet and various 
measurement tools were discussed in depth, which consequently led to the 
formulation of an intranet evaluation tool in the form of a questionnaire. The 
prototype questionnaire was compiled by using measurement tools developed 
previously. The questionnaire brought together the concepts of knowledge 
management, knowledge sharing cultures and intranet functionalities. The evaluation 
tool was then applied to measure the effectiveness of a management consulting 
business’s intranet in enhancing the enterprise’s knowledge sharing culture. 
Recommendations were made to enterprises use the questionnaire when using the 
questionnaire in similar environments.  
 
An intranet represents a tool of potentially high value to any enterprise, but in order to 
realise this value, the intranets should be properly measured and managed and every 
employee needs to take ownership and buy into the concept of the intranet as a 
knowledge sharing enabler. This calls for an employee to be motivated to participate 
in knowledge sharing, so that they can experience the value they could add and 
receive by using the intranet for knowledge sharing activities. 
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Knowledge sharing via enterprise intranets 
 
 
1 Introduction 
1.1 Background 
 
At the heart of the knowledge management movement lies the concept of the 
enterprise as a ‘social institution’. The enterprise draws value from the individuals 
within it and from its ability to use their knowledge. But individuals also draw value 
from the enterprise for which they work. They learn from their colleagues and are 
able to accomplish tasks that they could not do without this additional input. People 
are social beings - they like to share experiences and they enjoy belonging to a 
department or an enterprise. This may not be a universal enterprise philosophy, but 
since many enterprises do work this way, there is potentially a great deal of value in 
understanding how to make it work. To do so is essentially to create structures and 
systems that enable, rather than constrain, social activity and knowledge sharing. 
 
Many knowledge management concepts are old ones with new labels. There are some 
important and lasting principles that help us better understand how knowledge-based 
enterprises work. An essential factor in launching a successful knowledge 
management initiative is to make sure that the enterprise knowledge management 
strategy fits the enterprise’s needs and goals and matches its strategic objectives.  
 
The challenge is usually to turn tacit knowledge into usable information that can be 
shared in order to stimulate innovation and create new products and services. To 
accomplish this, attitudes towards sharing information and knowledge need to change 
and a ‘knowledge-friendly culture’ needs to be encouraged. Such a culture has a 
positive orientation to knowledge and highly values learning on and off the job. It is a 
culture in which experience, expertise and rapid innovation are encouraged. This 
implies that employees are not inhibited in sharing their knowledge and expertise.  
 
In traditional enterprise cultures, knowledge represents power. Some employees are 
unwilling to share their knowledge and information for fear of losing this power. This 
would necessitate a change from this traditional enterprise culture to one of learning 
and knowledge sharing. The ideal is to provide an infrastructure, such as a corporate 
intranet, that supports the corporate knowledge management strategy; an 
infrastructure, which could encourage employees to contribute to this knowledge 
sharing culture and facilitate the attendant processes. 
 
 The corporate intranet is a common feature of both public and private sector 
enterprises today. Two myths pervade about corporate intranets in the corporate 
environment: 
1) That employees will start sharing knowledge as soon as the intranet becomes 
available, and  
2) That the intranet will grow and adapt to reflect user needs.  
 
Once the infrastructure and architecture are in place, the real challenge is to get users 
to contribute their own knowledge willingly and to use that of others. Technology is 
the easy part; the culture-change issues are much more difficult to resolve. There is a 
tendency to assume that intranets make knowledge management happen and that by 
installing an intranet an enterprise is ‘doing knowledge management’. 
 
Intranets are readily used to encourage information sharing, information publishing 
and to facilitate document management. When it comes to knowledge sharing, 
though, the culture of the enterprise needs to promote it. To stay competitive, 
enterprises need relevant and current knowledge from a variety of sources to allow 
them to innovate and create new knowledge and consequently new products or 
solutions. The enterprise intranet could be the ideal tool to make this possible. 
Intranets also make it possible for people to share knowledge, unconstrained by the 
boundaries of space and time.  
 
The significance of the ‘knowledge era’ is growing on business leaders and more 
emphasis is placed on knowledge and human expertise as sources of great value to 
corporations. Saying that ‘people are our greatest asset’ is too simplistic: it is the 
knowledge and expertise that is truly the asset. Yet employees could leave the 
company at any time, taking this vital raw material with them. This is why companies 
must try to ‘capture’ the knowledge in employees’ heads. To do this successfully, a 
knowledge sharing culture and proper knowledge sharing tools and facilities are 
required.  
 
1.2 Preliminary literature study 
 
 
There has been a significant amount of literature written about knowledge 
management. Yet documents bringing knowledge management, enterprise culture and 
corporate intranets together are rare. Knowledge management is a fast-moving field 
that has been created by the interaction of several disciplines, such as Human 
Resources, Organisational Development, Change Management, Performance 
Measurement, IT and the Information Sciences. New understanding is generated 
every day as enterprises experiment, learn, adapt and move on. While no ready-made 
solutions for implementing and achieving improvements in knowledge management 
performance exist, some effective practices and processes have emerged. Knowledge 
management is largely regarded as a process involving various activities. Slight 
discrepancies appear in the literature, namely relating to the number and labelling of 
the processes rather than the underlying concepts themselves. For the purposes of this 
study the knowledge management process as described by Bukowitz and Williams 
(1999) has been discussed, but other authors’ theories have also been found to be 
relevant.  
 
According to Bukowitz and Williams (1999:10-11), the knowledge management 
process spans four steps:  
 
• People gather the information they need for their daily work (Get) 
• They use knowledge to create value (Use) 
• They learn from what they create (Learn)  
• They feed this new knowledge back into the system for others to use 
(Contribute).  
 
The processes of ‘Get’ and ‘Use’ are the most familiar to enterprises. Employees have 
always sought out information and then used it to solve problems and make decisions. 
However, the advent of new technologies that allow huge amounts of information to 
flow into the enterprise is changing the face of ‘Get’. Now, instead of being forced to 
take action based on little or no information, employees are more likely to be 
challenged by working through the piles of irrelevant information to get to the critical 
information. This process could be made more efficient by the tools and services that 
the enterprise makes available to its members, such as the corporate intranet. 
 
 During the ‘Use’ process, employees need to combine information in new and 
interesting ways to create more innovative solutions. Enterprises could provide many 
tools to enhance out-of-the-box thinking and to establish the kind of environment 
where creativity and experimentation are encouraged.  
 
According to Bukowitz and Williams (1999:10-11) the processes of ‘Learn’ and 
‘Contribute’ are relatively new to enterprises. In the past these processes were not 
always recognised as a means to creating competitive advantage. The challenge for 
the enterprise has been to find ways of embedding the learning process into the way 
people work. Getting employees to contribute what they have learned to the corporate 
knowledge base, which may reside on the corporate intranet, has been one of the 
toughest challenges. Contribution is not only time-consuming, but it is also seen as a 
threat to individual employee viability. Creating a user-friendly knowledge sharing 
infrastructure could help with sending out value-added information and knowledge for 
enterprise-wide consumption.  
 
A number of diverse tools have been developed to examine or identify knowledge 
management areas in which an enterprise could be weak. For example: ‘Knowledge 
Management Diagnostics’ by Bukowitz and Williams (1999); ‘Knowledge 
Management Assessment Tool-KMAT’ as discussed by De Jager (1999) and the 
‘KOPE’ Knowledge Management Tool developed by Gemini Consulting and the 
Henley Knowledge Management Forum (2000). All of the tools mentioned above 
covered or touched on enterprise culture and knowledge culture. Finding a tool that 
examines the components and issues of a knowledge sharing culture appeared more 
problematic.  
 
As mentioned before, a knowledge sharing culture needs to be encouraged to make 
any knowledge management process or project a success. The enterprise should use 
motivation and reward systems that encourage this sharing of knowledge and 
learning, as well as participation and contribution to the development of new ideas 
and innovation (Bryson, 2000:2). The enterprise’s incentive structure could 
significantly affect the pace of knowledge sharing. An open sharing culture should 
promote the success of the knowledge management programme and incentives could 
 
help in turn to make this culture possible. In open knowledge sharing cultures, all 
knowledge transmission agents and knowledge sharing devices - phone, e-mails, 
video conferencing, Internet and intranets - are usually used in an integrated manner. 
There are common systems for document management, electronic messaging, 
groupware and data mining. Davenport and Prusak (1998:96-104) have stressed the 
important role and influence of the enterprise culture as well as the issues surrounding 
a culture of knowledge sharing.  
 
An important element of this research was an exploration of information technology 
(IT) as an enabler for knowledge sharing and knowledge management. The 
assumption that technology could replace human knowledge or create its equivalent 
has repeatedly proven false. It is important to recognise that developments in 
technology are among the positive factors fuelling interest in knowledge and its 
management. The World Wide Web and groupware applications such as Lotus Notes 
have made certain forms of structured knowledge easier to collect, store in 
repositories and distribute to desktops. The dramatic rise in Internet and intranet use is 
one manifestation of the expanding role of electronic technology in communication 
and knowledge seeking (Davenport & Prusak, 1998:xi).  
 
An enterprise intranet is like a ‘window’ into the knowledge culture and behavior of 
an enterprise (Smith & Newman, 1999:8) (cf: the popular term “portal” in information 
management). Intranets tend to be sold as a means of automating low-value, high-
volume, hitherto paper-based transactions. The challenge is to make the connection by 
adding value to processes and creating high-value knowledge transactions in advance. 
It is therefore important to benchmark or evaluate the enterprise intranet from time to 
time. The ‘Intranet benchmarking and business value’ report by Smith and Newman 
(1999) was one such evaluation tool used in this study. 
 
There has been a strong correlation between knowledge-based enterprises and 
learning enterprises. Senge (1990:5-13) described the tools or set of practices (the five 
learning disciplines) for building learning capabilities in an enterprise. The tools 
Senge suggests are: personal mastery, shared vision, mental models, team learning 
and systems thinking. Intranets build learning enterprises, almost as a side effect. 
 
Hinrichs (1997:155-156) explains how these five disciplines could be incorporated 
into a corporate intranet.  
 
To conclude, it was clear that technology, and more specifically the corporate intranet 
is a useful enabler of knowledge management and for a knowledge sharing culture. It 
is important to remember that IT must be treated as one part of managing and sharing 
knowledge and that more focus needs to be placed on changing the enterprise’s 
culture or adjusting to a knowledge sharing culture.  
 
1.3 Research problem and objective  
 
From the above discussion the following research problem arose: 
 
What enables the implementation of a knowledge sharing culture and could the 
enterprise intranet be one of the enablers? 
 
In order to answer the research problem, it was necessary to know why a knowledge 
sharing culture is important for knowledge management and what role the corporate 
intranet could play in such a knowledge sharing culture. The research problem was 
therefore divided into the following sub-problems: 
 
- Why is it necessary to manage and share knowledge and what are the processes 
and issues involved? 
- Why is the enterprise culture so important and what is the difference between 
traditional corporate cultures and knowledge cultures? 
- How can the corporate intranet be used to enhance knowledge management and 
more specifically as a tool for enhancing a knowledge sharing culture? 
- What measurement tools are available to determine the success or failure of 
knowledge sharing via enterprise intranets? 
- How is the corporate intranet used to enhance a knowledge sharing culture in a 
business environment? 
 
 
 
 
1.4 Research methodology 
 
Answers to the sub-problems required an in-depth literature study of available sources 
that discussed the current thinking and findings on the relationship between 
knowledge management, knowledge cultures and the corporate intranet as a tool for 
integrating these elements. From the literature, certain tools were identified that can 
determine the knowledge management effectiveness of an enterprise: the ‘KOPE’ 
Knowledge Management Tool by Gemini Consulting and the Henley Knowledge 
Management Forum (2000); Tiwana’s knowledge management assessment kit (2000); 
intranet user survey by Curry and Stancich (2000); the ‘Intranet benchmarking and 
business value’ survey by Smith and Newman (1999) (an evaluation tool for 
determining the success of a corporate intranet); and Stoddart’s (2001) intranet 
questionnaire. Using the knowledge sharing evaluation elements of these tools and 
adding other knowledge sharing issues identified in the literature, a prototype 
questionnaire was compiled to determine the barriers to and enablers of a knowledge 
sharing culture. These questions needed to be tested on an enterprise that had a 
knowledge management initiative and intranet in place. 
 
To answer the final sub-problem, a practical example was required. Knowledge 
management has diverse implications for different businesses in heterogeneous 
contexts. The management consulting industry was a good example because its core 
product is knowledge itself. Its members were among the first businesses to pay 
attention to and make significant investments in the management of knowledge. They 
were also among the first to aggressively explore the use of IT to capture and 
disseminate knowledge. The present researcher used Gemini Consulting South Africa 
as a case study. 
 
The questionnaire was accessible to both support/administrative staff and consulting 
staff on the Gemini intranet. Responses were processed in a spreadsheet. Statistical 
graphics, for a more visual presentation of the results, were subsequently produced 
from the raw data. The results were used to amend the questions in the questionnaire 
and to determine the current status of the company’s intranet as a knowledge sharing 
enabler and the company’s knowledge sharing culture. Finally, general 
recommendations were made regarding changes that enterprises could make to 
 
improve their knowledge sharing culture and the knowledge sharing friendliness of 
their intranets. 
 
1.5 Chapter Layout 
 
The chapters included in this research are as follows: 
 
Chapter 2 discusses knowledge, knowledge management, key knowledge 
management processes, knowledge sharing, as well as the correlation between 
knowledge-based enterprises and learning organisations. In Chapter 3, corporate 
cultures and knowledge cultures are explained and factors contributing to a 
knowledge culture, such as motivational practices, are identified and discussed. 
Chapter 4 explores the potential role of enterprise intranets and other information 
technology in knowledge management and knowledge sharing. It also discusses the 
valuable role intranets could play as an enabling technology in learning enterprises. 
 
The essence of Chapter 5 lies in the measurement of knowledge sharing on enterprise 
intranets in order to answer the previously identified sub-problem: How has the 
corporate intranet been used to enhance a knowledge sharing culture in a business 
environment? The drafting of the questionnaire and subsequent analysis of the results 
as outlined above are fully developed here. 
 
 
 
 
 
 2 Knowledge management in practice 
 
2.1 Introduction 
 
Debates about the meaning of knowledge and knowledge management have continued 
for thousands of years and seem likely to continue for some time to come. For the 
purpose of this research, it is important to note that successful enterprises are those 
that consistently create new knowledge, disseminate it widely throughout the 
enterprise and quickly embody it in new technologies and products. These activities 
define the so-called ‘knowledge-creating’ enterprises, whose sole business is 
continued innovation. There has also been a lot of talk about ‘intellectual capital’, but 
few managers grasp the true nature of the knowledge-creating enterprise. The reason 
is that they misunderstand what knowledge is and what enterprises must do to exploit 
it. The diverse efforts of enterprises around the world to share knowledge are being 
pursued under various labels, including ‘knowledge management’, ‘knowledge 
sharing’, the ‘learning organisation’ or ‘intellectual capital management’. Whatever 
label it chooses, any enterprise embarking on this course must confront a number of 
key definitions about the dimensions and processes involved in its knowledge 
management and knowledge-sharing program. The next sections describe some of 
these definitions most relevant to this research.  
 
To address the first sub-problem identified in Chapter 1, namely: ‘why is it necessary 
to manage and share knowledge and what are the processes and issues involved?’ the 
knowledge management processes used by successful companies will be reviewed. 
For a knowledge management and knowledge sharing initiative to succeed, rather 
than become merely a passing fad, it will have to be solidly linked to the creation of 
economic value and competitive advantage. This can be accomplished by grounding 
knowledge management and knowledge sharing within the context of the enterprise’s 
business strategy. Part of this strategy is to ensure that through knowledge 
management and other initiatives there is opportunity for learning, experimentation 
and growth. The above-mentioned key issues will be discussed in the sections that 
follow. 
 
 
 2.2 What is knowledge? 
 
In everyday language, it has long been the practice to distinguish between information 
(data arranged in meaningful patterns) and knowledge (something that is believed, 
that is widely held to be true and that is reliable). In recent times, there has been some 
blurring of this distinction. The interchangeable use of information and knowledge 
can be confusing if it is not made clear that knowledge is being used in a new and 
unusual sense. It also tends to obscure the fact that while it can be easy and quick to 
transfer information from one place to another, it is often very difficult and slow to 
transfer knowledge from one person to another. In assessing attempts to define 
knowledge, it can be helpful to remember that the human mind has often been seen as 
capable of two kinds of knowledge - the rational and the intuitive.  
 
In the West, intuitive knowledge has often been devalued in favour of rational 
scientific knowledge, and the ascent and predominance of a Cartesian approach to 
science has even led to claims that intuitive knowledge is not really knowledge at all. 
However, the recognition of the difficulties inherent in transferring knowledge from 
one person to another has tended to highlight the importance of tacit knowledge, 
notably in the writings of Nonaka (1991:98): 
 
• Explicit knowledge. Explicit knowledge is formal and systematic. For this 
reason, it can easily be communicated and shared in specifications, definitions 
or in a scientific formula. It can be codified and embedded in formal rules, 
tools and processes.  
 
• Tacit knowledge. Tacit knowledge is highly personal. It is hard to formulate 
and therefore difficult to communicate to others. Tacit knowledge is also 
deeply rooted in action and in an individual’s commitment to a specific 
context, a craft or profession, a particular technology or product market. It 
consists partly of technical skills, the kind of informal, hard-to-pin-down skills 
captured in the term ‘know-how’. At the same time, tacit knowledge has an 
important cognitive dimension. It consists of mental models, beliefs and 
 
perspectives so ingrained that we take them for granted, and therefore cannot 
easily articulate them.  
 
In order to think productively about the problems of managing knowledge, we need to 
distinguish between concepts of data, information and knowledge. For the purpose of 
this research, we see data as raw descriptions or observations about states of past, 
present or future worlds and information as patterns that individuals find in this data 
(Davenport, 1997:109-110). Data is important to enterprises because it is essential 
raw material for the creation of information.  
 
Davenport and Prusak (1998:3) describe information as a message, usually in the 
form of a document or visible communication. As with any message, it has a sender 
and a receiver. Information is meant to change the way the receiver perceives 
something, to have an impact on his judgement and behaviour. In other words, 
information is data that makes a difference. 
 
Knowledge, on the other hand, is a product of human reflection and experience. 
Dependent on context, knowledge is a resource always located in an individual or a 
collective, or embedded in a routine or process. Embodied in language, stories, 
concepts, rules and tools, knowledge results in an increased capacity for decision-
making and action to achieve some purpose (Blackler, 1995:1041). Davenport and 
Prusak (1998:5) give a working definition of the characteristics that make knowledge 
valuable and the characteristics that make it difficult to manage well: “Knowledge is a 
fluid mix of framed experience, values, contextual information and expert insight that 
provides a framework for evaluating and incorporating new experiences and 
information. It originates and is applied in the minds of knowers. In organisations, it 
becomes embedded not only in documents or repositories but also in organisational 
routines, processes, practices and norms.” 
 
Knowledge derives from information as information derives from data. Data are 
usually found in records or transactions, and information in messages, while 
knowledge can be obtained from individuals or groups of knowers, or sometimes in 
organisational routines. Knowledge is thus the result of cognitive processing triggered 
by the inflow of new stimuli. Information is converted to knowledge once it is 
 
processed in the mind of the individual and knowledge becomes information once it is 
articulated and presented in the form of discourse, graphics, words or other semiotic 
forms. A significant implication of this view of knowledge is that for individuals to 
arrive at the same understanding of data or information, they must share a certain 
knowledge base (Alavi & Leidner, 2001:109). 
 
Knowledge is valuable because it is closer to action than are data and information. 
Knowledge can and should be evaluated by the decisions or actions to which it leads. 
To conclude, knowledge is codified information combined with experience, context, 
interpretation and reflection. It is a high-value form of information that is ready to be 
applied to decisions and actions (Davenport, De Long & Beers, 1998:43). While 
knowledge and information may be difficult to distinguish at times, both are more 
valuable and involve more human participation than the transfer of raw data. Given 
the importance of knowledge, it is not surprising that enterprises everywhere are 
paying attention to knowledge - exploring what it is and how to create, transfer and 
use it more effectively. In other words, enterprises are interested in the processes 
involved in the management of knowledge. The mistake that enterprises often make is 
forgetting that people are the key component to knowledge management and that 
people also shape the culture of the enterprise. The type of corporate culture existing 
in the enterprise is crucial to the success of any knowledge management initiative and 
this will be further explored in Chapter 3. If knowledge management is to be an 
integrated aspect of how work gets done in an enterprise, it must become an 
integrated aspect of the corporate culture. Before discussing the influence of corporate 
culture on knowledge management in the next chapter, we need to define knowledge 
management and identify its processes. 
 
2.3 Defining knowledge management 
 
Any successful enterprise has always managed its knowledge at some level. Why is 
large-scale, institutionalised management of enterprise knowledge suddenly so 
important? The globalisation of enterprises is one important reason. Geographic 
distribution of personnel results in the distribution of the enterprise’s knowledge and, 
without active management of that knowledge, there is no way to ensure consistency 
or effectiveness of business practices or that they will be representative of ‘best 
 
practices’ for the enterprise. According to Bair, Fenn, Hunter and Bosik (1997:1), 
knowledge management is an emerging set of processes, enterprise structures, 
applications and technologies that aim to leverage the ability of the individual to act 
quickly and effectively. Knowledge management achieves this by providing the 
individual with ready access to the enterprise’s entire store of knowledge, including 
much of what is known but not documented. Knowledge management requires an 
integrated approach to identifying, managing and sharing the enterprise’s information 
assets, including databases, documents, policies and procedures (in other words, 
explicit knowledge) as well as undocumented knowledge resident in individual 
workers (tacit knowledge).  
 
For Bukowitz and Williams (1999:2) knowledge management is the process by which 
the enterprise generates wealth from its intellectual or knowledge-based assets. 
Wealth results when an enterprise uses knowledge to create more efficient and 
effective processes, in order to create customer value. They define intellectual or 
knowledge-based assets as anything without physical dimensions that is embedded in 
people or derived from processes, systems and the culture associated with an 
enterprise. This culture includes brands, individual knowledge, intellectual property 
and forms of organisational knowledge, for example, databases, process know-how 
and relationships. 
 
Knowledge management is value created in a specific environment, influenced by the 
quality of information available, as well as the competency of the individuals 
involved. Knowledge management is therefore dependant on the information 
available, the environment and the intellectual capital in the enterprise. The value of 
knowledge management will relate to the quality of staff and information available. 
By instituting a process of management, the collection and exchange of an 
enterprise’s collective information should be improved. An environment needs to be 
established within which employees can build upon the knowledge of others, as well 
as having systems that facilitate access to information. This will result in the 
improvement of the decision-making ability of employees, which is based on 
information and intrinsic knowledge, and which will ultimately mean improved 
performance and a competitive advantage for the enterprise (BusinessIT Africa, 
2001:4). 
 
 Today, knowledge management means many things to many people, but the term is 
used to describe everything that has anything remotely to do with a knowledge 
initiative within an enterprise. Although the exact meaning might not easily be 
defined, the aim is clear: to help businesses to operate more effectively and 
efficiently. 
 
2.4 Knowledge management processes 
 
Knowledge management is largely regarded as a process involving various activities. 
Slight discrepancies in the processes appear in the literature, namely in terms of the 
number and labelling of processes rather than the underlying concepts. At any point in 
time, an enterprise and its members can be involved in multiple knowledge 
management process chains. Thus, knowledge management is not a discrete or 
independent phenomenon. It is a dynamic and continuous set of processes and 
practices embedded in individuals, as well as in groups and physical structures. 
Propagating an holistic and integrated approach to establishing a knowledge 
management program entails understanding the importance and benefits of managing 
knowledge, the different knowledge management processes involved as well as the 
role of corporate culture in the success of knowledge management. In the next 
section, the knowledge management process as described by Davenport and Prusak, 
Bukowitz and Williams and finally, Birkinshaw will be discussed. All of these authors 
have tried to look at the knowledge management processes holistically and it is 
important to note that the corporate culture could influence the success of a process. 
Certain similarities and differences between their knowledge management processes 
will be highlighted and discussed. It is important that an enterprise launching a 
knowledge management initiative identify which knowledge management processes 
are most relevant to its unique business environment.  
 
2.4.1 Davenport and Prusak’s knowledge management processes 
 
Davenport and Prusak (1998:51) identify the following knowledge management 
processes: 
 
 
• Generation 
• Codification  
• Transfer of knowledge.  
 
Exactly what these processes mean will be discussed in the next few paragraphs. 
2.4.1.1 Generation  
 
As enterprises interact with their environments, they absorb information, turn it into 
knowledge and take action based on it in combination with their experiences, values 
and internal rules.  
 
There are five modes of knowledge generation: acquisition, dedicated resources, 
fusion, adaptation and knowledge networking (Davenport & Prusak, 1998:52-67). 
Knowledge generation refers to the knowledge acquired by an enterprise as well as 
that developed within it. In addition to being purchased, outside knowledge can be 
leased or rented. A customary way to generate knowledge in an enterprise is to 
establish units or groups specifically for that purpose. Research and development 
(R&D) departments are good examples. Whereas the R&D approach is there to 
reduce the pressure and distractions that can stifle productive research, knowledge 
generation through fusion purposely introduces complexity and even conflict to 
create new synergy. It brings together people with different perspectives to work on a 
problem or project, forcing them to come up with a joint answer. Having a crisis in 
the business environment could act as catalyst for knowledge generation. The 
business needs to ‘adapt or die’. External and sometimes internal changes cause 
businesses to adapt. New products from competitors, new technologies and social 
and economic changes drive knowledge generation because firms that do not change 
in response to changing conditions will fail. Informal, self-organising networks 
within enterprises share their knowledge with each other and their ongoing 
conversation often generates new knowledge within the enterprise. 
2.4.1.2 Codification  
 
The next major process in knowledge management is knowledge codification and 
coordination. The aim of codification is to put the enterprise’s knowledge into a form 
 
that makes it accessible to those who need it. Codification gives permanence to 
knowledge that may otherwise exist only inside an individual’s mind. It represents or 
embeds knowledge in forms that can be shared, stored, combined and manipulated in 
a variety of ways. The challenge is to codify knowledge and still leave its distinctive 
attributes intact, putting in place codification structures that can change as rapidly and 
flexibly as knowledge itself (Davenport & Prusak, 1998:68-87). 
2.4.1.3 Transfer  
 
Knowledge is transferred in enterprises whether the process is managed or not. These 
everyday knowledge transfers are part of life and spontaneous, unstructured 
knowledge transfer is vital to a firm’s success. Although the term ‘knowledge 
management’ implies formalised transfer, it is essential to develop specific strategies 
to encourage such spontaneous exchanges. Elements of successful knowledge transfer 
include conversations at water coolers, talk rooms, knowledge fairs and open forums 
(Davenport & Prusak, 1998:88-106). Many cultural factors inhibit knowledge 
transfer. A proper discussion on the influence of the enterprise’s culture on its 
knowledge initiatives will follow in Chapter 3 of this study. 
 
2.4.2 Bukowitz and Williams’ knowledge management processes 
 
The Bukowitz and Williams (1999:9) knowledge management process framework 
(see Figure 1) adds some important strategic elements to the knowledge management 
process. 
 
Strategic 
Triggered by shifts in the macro-
environment 
Tactical 
Triggered by market-driven opportunity 
or demand 
Knowledge-based 
assets 
Knowledge repositories 
Relationships 
Information technology and 
communications infrastructure 
Functional skill sets 
Process know-how 
Environmental responsiveness 
Organisational intelligence 
Failure 
External resources 
Learn 
Contribute 
Get 
Use 
Assess 
Build/Sustain 
Divest 
Figure 1: Knowledge management process framework (Bukowitz & Williams, 1999: 9) 
 
 This framework follows two streams of activity that occur simultaneously in the 
enterprise:  
• The day-to-day use of knowledge to respond to demands or opportunities 
from the marketplace 
•  The more long-range process of matching enterprise knowledge assets to 
strategic requirements.  
 
The tactical side of the knowledge management process spans four basic steps: get, 
use, learn and contribute. Each step requires the participation of everyone in the 
enterprise to some degree. The activities that define these process steps are not well 
bounded, so they are depicted in a continuum. However, each process step does have 
a core set of activities that cohere well enough to distinguish one step from the next. 
The following section describes each of these core activities and identifies specific 
imperatives and challenges to the enterprise: 
2.4.2.1 Get 
 
For Bukowitz and Williams (1999:35) getting information is nothing new to 
enterprises. For them, what has changed is that we have moved from an era of not 
enough information, to information overload. People are under tremendous pressure 
to work through piles of information, navigating their way to the information they 
need. It is generally the first step in the knowledge management process and it 
depends on the following imperatives and challenges:  
• Articulation: people are able to describe their information needs and they 
understand and communicate the intended use of the information. In other 
words they can direct their information requests appropriately (Bukowitz & 
Williams, 1999:36-41). 
• Awareness: people know where to find knowledge resources, provided in 
corporate directories etcetera, and use Communities of Practice to learn more 
about the enterprise’s knowledge (Bukowitz & Williams, 1999:42-48). 
• Access: people have the tools they need to find and capture information. There 
is a balance between push and pull technologies and the users are involved in 
 
customising these navigation and capture tools (Bukowitz & Williams, 
1999:49-57). 
• Guidance: new enterprise roles are created to support information seekers, for 
example, conversion of librarians into ‘cybrarians’ and creation of a 
knowledge manager role. Subject experts are used more often as information 
and knowledge filters (Bukowitz & Williams, 1999:59-70). 
• Completeness: the knowledge infrastructure is comprehensive and well 
organised. It provides access to both centrally managed and self-published 
information. The infrastructure creates a framework and processes that 
promote knowledge reuse (Bukowitz & Williams, 1999:71-78). 
2.4.2.2 Use 
 
Once knowledge has been located and obtained, people are faced with the challenge 
of applying it rapidly to their specific situation (Bukowitz & Williams, 1999:91). 
During this stage of the knowledge management process the focus is on the customer: 
what does the customer want and how can the enterprise use its knowledge to meet 
these demands? The more varied the sources of knowledge and the more contact 
people have had with others, the higher the potential for a creative and innovative 
application of knowledge. Using knowledge effectively to create customer value 
depends on the enterprise’s ability to respond to the following imperatives and 
challenges: 
• Permeability: ideas flow in and out of the organisation, exposing people to 
many different perspectives and possibilities. The organisation structure needs 
to improve communications and knowledge flows. The physical environment, 
for example the layout of the office furniture, must be designed in ways that 
cross-fertilise ideas and knowledge sharing. The enterprise must treat 
information as an open resource that flows freely to all corners of the 
enterprise. There needs to be collaboration on a routine basis with all 
stakeholder communities (Bukowitz & Williams, 1999:92-108). 
• Freedom: people are generally comfortable and confident about acting on new 
ideas. The enterprise needs to value the contributions of everyone in the 
enterprise and create time and space for play (Bukowitz & Williams, 
1999:111-118). 
 
2.4.2.3 Learn 
 
Completing the knowledge management process by following through with learning 
and contribution often feels nice but not necessary. Bukowitz and Williams 
(1999:130) maintain that learning is important to enterprises because along with 
contribution, it is the transition step between the application of ideas and the 
generation of new ones. However, for most enterprises, the knowledge management 
process ends when people use the knowledge that they have acquired to meet their 
immediate needs. Having solved the problem, they move on to face the next 
challenge. In enterprises where leadership has embraced learning as critical to 
achieving competitive advantage, there is an emphasis on making the invisible visible. 
In these enterprises, taking time to reflect on experiences and consider their possible 
value elsewhere is encouraged. Enterprises in which individual learning benefits the 
entire enterprise engage in a multitude of activities, clustered around the following 
imperatives and challenges: 
 
• Visibility: the link between strategy and learning derived from everyday 
actions is obvious. Enterprises that make learning visible reach their business 
goals by asking individuals to go beyond merely accomplishing a task to 
asking questions about it. Some enterprises have come to the conclusion that 
they need the capacity to learn in order to renew and grow themselves 
(Bukowitz & Williams, 1999:131-135). 
• Habituation: people reflect on experiences all the time and this is the essence 
of learning. Enterprises should link everyday actions to strategic objectives in 
order to help people see how the tasks they perform impact the larger 
enterprise system. Enterprises should inspire ‘continuous learning’, turning the 
burden of work into the pleasure of work and in doing so, let learning happen 
any time and any place. Reflection mechanisms need to be embedded into the 
habit of work. This will lead to the capture of benefits of mistakes, failures and 
disagreements. The art of learning by doing must be nurtured because 
experiential knowledge may be the most critical type of knowledge for 
members of the enterprise (Bukowitz & Williams, 1999:137-153).  
 
 
Because learning has such an important role to play in knowledge sharing enterprises, 
the final section of this chapter will specifically look at the relationship between 
knowledge-based enterprises and learning organisations. 
2.4.2.4 Contribute 
 
The need to inspire contribution, to make individual knowledge available to the entire 
organisation, is often the most difficult for enterprises. As with learning, contribution 
is a process step that most enterprises find difficult to implement (Bukowitz & 
Williams, 1999:163). While the existence of powerful networking technologies makes 
it theoretically possible for everyone to contribute their knowledge to the communal 
pool, in practice, sharing individual know-how is not guaranteed. Adding contribution 
to the knowledge management process depends on the following: 
 
• Motivation: in general, people will only share their knowledge if they feel 
sharing has some benefit to them. Benefits to the enterprise and the individual 
should be linked. Barriers to sharing need to be removed and contribution 
needs to be linked to opportunity and advancement for the individual. Another 
way to motivate employees is to withhold benefits from non-contributors 
(Bukowitz & Williams, 1999:165-175).  
• Facilitation: systems and structures should support the contribution process 
and allow employees the time and space to contribute their best work. 
Enterprises need to support the transfer of tacit knowledge through human 
interaction (Bukowitz & Williams, 1999:182-192). 
• Trust: enterprises should promote understanding of and respect for the value 
of contributed intellectual capital and create an explicit policy on the use of 
intellectual assets. Trust comes in many forms, all of which play an important 
role in the contribution process. There is trust in the enterprise, trust in the 
system and trust in people. (Bukowitz & Williams, 1999:194-204). 
 
The right-hand side of the knowledge management process framework (see Figure 1) 
illustrates knowledge management at the strategic level, where the goal is alignment 
of the enterprise’s knowledge strategy with the overall business strategy. Strategic 
level knowledge management calls for a continual assessment of existing knowledge 
 
assets and a comparison of these assets with future needs. In contrast with the more 
democratic spirit of the tactical side of the model, which requires everyone to 
participate and exhibit leadership qualities, the ongoing strategic process is the 
responsibility of an organisation’s formally designated leadership team. 
2.4.2.5 Assess  
 
Bukowitz and Williams (1999:11) mention that enterprises have not traditionally 
considered the strategic planning process in terms of intellectual assets, but this is 
precisely what strategic level knowledge management entails. Assessment requires 
the enterprise to define its mission-critical knowledge and map current knowledge-
based assets against future knowledge needs. Assessment is not a substitute for 
strategy. It is a reflection of it and a tool for implementation. To assess knowledge-
based assets so that deliberate, constructive initiatives can be strengthened or 
launched to build, sustain or divest them, enterprises must meet the following 
imperatives and challenges: 
 
• Perspective: expand the theory of the enterprise (commonly shared facts and 
beliefs that dictate the way the enterprise perceives its strategic options) to 
capture the impact of knowledge on the enterprise’s performance. Enterprises 
need to identify new forms of organisational capital such as intellectual or 
knowledge-based assets. Raising knowledge management to strategy level is 
one of the new tasks of management. Top-level executives must be involved 
in these efforts to leverage knowledge-based assets because it is their 
involvement that has the greatest influence on whether or not the organisation 
will accept a new way of thinking and acting (Bukowitz & Williams, 
1999:219-227). 
• Integration: enterprises need to incorporate into the overall management 
process a new set of frameworks, processes and metrics that evaluate the 
entire enterprise asset base. Knowledge management frameworks, for 
example, seek to identify and describe the major strategic levers that can be 
used to stimulate and manage the creation, flow and storage of knowledge. It 
helps to visualise the underlying structures that guide knowledge management 
practices. Enterprises need to experiment with metrics and valuation 
 
approaches to evaluate their strategic outcomes (Bukowitz & Williams, 
1999:229-238). 
2.4.2.6 Build and sustain 
 
This step, which ensures that future knowledge-based assets are designed to keep the 
enterprise viable and competitive, requires a fresh look at what it means to manage. 
Increasingly, enterprises will build their intellectual assets through relationships with 
employees, suppliers, customers, the communities in which they operate and even 
competitors (Bukowitz & Williams, 1999:261). Deriving value from these 
relationships is what will ultimately force traditional management to give way to a 
more facilitated style which emphasises the management of environments and 
enablers. Enterprise’s management must take a fresh look at the following: 
 
• Direction: executives must channel or allocate resources in ways that 
replenish and create knowledge. For the enterprise’s IT investments to pay off, 
human-centered IT is needed. This means that the needs and the work 
practices of people dictate the design of IT. To focus the enterprise’s attention 
on knowledge and the management thereof requires specific formal positions 
whose job it is to promote the practice of knowledge management, for 
example, a Chief Knowledge Officer (CKO) who is a member of the top 
management team (Bukowitz & Williams, 1999:263-278). 
• Connection: enterprises should form relationships that further their knowledge 
management objectives by preaching cooperation amongst internal divisions 
and partnering in new ways with other organisations. If enterprises can form 
enduring relationships with their own employees, they stand a better chance of 
forming relationships among internal departments and with other 
organisations. The enterprise needs to retain the right people and in doing so, 
protect its intellectual capital (Bukowitz & Williams, 1999:279-290). 
• Recognition: enterprises need to use their knowledge to strengthen the 
customer relationship and give them a competitive advantage (Bukowitz & 
Williams, 1999:292-299). 
• Reciprocity: values embodied in policies, procedures and cultural norms are 
the way that an enterprise invites employees to participate in its growth and 
 
development. This also involves the relationships the enterprise has with all its 
stakeholders - clients and employees. To sustain competitive advantage, 
shareholder value creation initiatives must be interconnected and 
interdependent (Bukowitz & Williams, 1999:300-308). 
2.4.2.7 Divest 
 
There is a tendency for enterprises to hold on to assets that they have developed, 
knowledge-based or otherwise, even if they are not providing any direct competitive 
advantage (Bukowitz & Williams, 1999:321). Enterprises that examine knowledge-
based assets in terms of both opportunity costs - resources spent maintaining 
knowledge-based assets that could be better spent elsewhere - and alternative sources 
of value, are well positioned to realise the benefits of divestiture. While considering 
whether to acquire and whether or not to dispossess, companies must keep the 
following imperatives and challenges in mind: 
 
• Forbearance: enterprises must try not to acquire unnecessary knowledge in 
the first place and discriminate between forms of knowledge that can be 
leveraged and those that are limited. The enterprise must find alternatives to 
direct acquisition in order to experiment with knowledge, by making do with 
what they already have and borrowing it from other organisations (Bukowitz 
& Williams, 1999:323-330). 
• Conversion: knowledge that is a drain on resources is converted into sources 
of value. For example, knowledge that generates no appreciable value can be a 
drain solely because it requires resources to retain it. A solution could be to 
outsource that particular function (Bukowitz & Williams, 1999:332-343). 
 
2.4.3 Birkinshaw’s elements of knowledge management 
 
Merely to look at the knowledge management processes is not sufficient when 
analysing the knowledge sharing initiative of an enterprise. Broader elements and 
issues also need to be identified and recognised for the influence they have on the 
knowledge management process. Birkinshaw (2001:13-15) identifies three elements 
 
of knowledge management (see Figure 2) and summarises what Davenport and 
Prusak and Bukowitz and Williams have already touched on.  
 
Knowledge management
Improving the 
informal flows of 
knowledge 
between 
individuals 
Building systems 
for codifying and 
sharing knowledge 
within the firm 
Tapping into new 
knowledge from 
sources outside the 
firm 
 
Figure 2: The three elements of knowledge management (Birkinshaw, 2001:13) 
 
Firstly, the enterprise should encourage individuals to interact, to work together on 
projects, or to share their ideas on an informal basis.  
 
Secondly, systems are needed to codify the knowledge of individuals so that others 
can use it. A key insight from knowledge management theory is that most valuable 
knowledge is tacit; it is held deeply by the individual and is hard to express or write 
down. If ways can be found of transferring that knowledge to others in the enterprise, 
either through personal interaction or by recording it explicitly, then that knowledge 
becomes an asset of the enterprise and a key source of competitive advantage.  
 
Thirdly, the enterprise needs to get access to new knowledge from outside its 
boundaries, as a means of updating and renewing its knowledge base. 
 
Applying these elements involves three sets of tools (Birkinshaw, 2001:14-15): 
 
• Information technology 
• Formal and informal structures 
• Specific knowledge management tools. 
 
 
2.4.3.1 Information technology 
 
IT systems are usually in the form of sophisticated databases that provide repositories 
of information about the organisation’s methodologies, clients, previous engagements, 
etc. These are essentially repositories of codified knowledge. They do not capture the 
tacit knowledge or expertise of employees, but they do provide a form of collective 
memory that employees can tap into quickly and efficiently. 
2.4.3.2 Formal and informal structures 
 
A large part of knowledge management is often about facilitating the natural 
interactions between people. One approach is to design the physical layout of the 
office so that social interaction is encouraged: for example, the use of glass and open-
plan layouts. A second approach is to design the formal structures around key 
knowledge flows: for example, using cross-functional project teams as a way of 
formalising meetings to ensure that all the individuals involved bring their relevant 
knowledge to bear on the project. A third approach is to facilitate informal 
interactions through ‘Communities of Practice’: groups of individuals with common 
interests and problems that are dispersed throughout the organisation. These 
individuals will naturally seek one another out to share their experiences and learn 
from one another, so the firm can play a role in facilitating their interaction and taking 
note of the results of these interactions, for example by creating discussion forums on 
the corporate intranet. 
2.4.3.3 Specific knowledge management tools 
 
There are a number of specific knowledge management tools that enterprises can use. 
One is the ‘transfer of best practice’, for example, a structured process for taking a 
successful technique or practice in one department and transferring it to another 
department in a different part of the world. Another is the designation of ‘centres of 
excellence’, for example, identifying individuals or groups with specific expertise in 
order that their knowledge be picked up and used in other parts of the enterprise. 
 
 
 
 
2.4.4 Analysis of knowledge management processes 
 
In summary: Davenport and Prusak offer a tactical description of the knowledge 
management process, Bukowitz and Williams add a strategic dimension to the 
knowledge management process and Birkinshaw pays special attention to the informal 
networks that are often neglected in an enterprise’s knowledge management initiative 
as well as to specific knowledge management tools that enterprises can use to enhance 
knowledge sharing throughout the enterprise.  
 
As mentioned before, the corporate culture of an enterprise does influence the success 
of these different processes. It is important to recognise all the perspectives of the 
above-mentioned authors in order to provide a comprehensive and balanced 
knowledge management initiative. To build on what Bukowitz and Williams have 
said, the next section of this research focuses on how to put together a knowledge 
management strategy and will emphasise the strategic importance thereof. 
 
2.5 Knowledge management strategies 
 
One of the essential factors in launching a successful knowledge management strategy 
is that it fit the enterprise’s needs and goals and match its strategic objectives. If 
knowledge management is to be an integrated aspect of how work gets done in an 
enterprise, it must become an integrated aspect of the corporate culture. It should be 
addressed in the enterprise’s mission, vision, and goal statements as well as 
emphasised in training and enterprise communication in order to ensure successful 
knowledge management implementation.  
 
Leadership within the enterprise has a unique and important role to play here, which 
will be further discussed in Chapter 3. According to Pollard (2000:55), when planning 
a knowledge management initiative, it is best to begin with envisioning the ideal 
knowledge future state (where are we going?) and determine a knowledge strategy 
(how will we get there?). The future state vision serves several important functions:  
 
• It makes the benefits of knowledge investment more compelling and concrete 
 
• It illustrates the benefits of bringing the enterprise’s scattered knowledge 
resources under a single, virtual organisational umbrella  
• It serves as a high level blueprint for the knowledge improvement plan. 
 
It is often useful to lay out the future vision state as a ‘day in the life’ scenario, 
showing what knowledge-leveraging activities will be possible. This requires a 
synthesis of the needs of diverse users in the enterprise, as well as diverse knowledge 
behaviours and diverse knowledge-sharing distribution channels. The exercise of 
canvassing different users in the enterprise to prepare the future state vision is also 
useful because it ensures that the knowledge management leaders are aware of the 
diversity of knowledge needs throughout the enterprise. It also helps to identify 
synergies between the knowledge processes and content in various departments of the 
enterprise and to identify leading practices that can be deployed company-wide. 
Pollard (2000:55) says the future state vision should be far-reaching, ambitious and 
visionary, rather than focussed on quick wins and short-term projects. The knowledge 
plan will break the improvements suggested by the vision into manageable chunks 
and set immediate priorities. 
 
For a knowledge strategy to be successful, it must be congruent with and contribute to 
the company’s overall business strategy. A knowledge strategy that takes the 
enterprise in a different direction from that dictated by the company’s other business 
imperatives is almost certain to fail. It must also be a true strategy that provides for 
selection between alternatives: if the strategy claims there is only one way to achieve 
the company’s knowledge objectives, it is probably missing something. 
 
The most important context for guiding knowledge management is the enterprise’s 
own strategy. The enterprise’s strategic context helps to identify knowledge 
management initiatives that support its purpose or mission, strengthen its competitive 
position and create shareholder value. The strengths, weaknesses, opportunities and 
threats (SWOT) framework of Andrews (1971) is the best-known approach to 
defining strategy. Performing a SWOT analysis involves describing and analysing a 
firm’s internal capabilities, its strengths and weaknesses, relative to the opportunities 
and threats of its competitive environment. Enterprises are advised to take strategic 
 
actions to preserve or sustain strengths, offset weaknesses, avert threats and capitalise 
on opportunities. Strategy can be seen as the balancing act between the external 
environment (opportunities and threats) and the internal capabilities of the 
organisation (strengths and weaknesses).  
 
This traditional SWOT framework, updated to reflect today’s knowledge-intensive 
environment, provides a basis for describing a knowledge strategy (Zack, 1999:131). 
In essence, firms need to perform a knowledge-based SWOT analysis, mapping their 
knowledge resources and capabilities against their strategic opportunities and threats 
to better understand their points of advantage and weakness. They can use this map to 
guide their knowledge management efforts strategically, bolstering their knowledge 
advantages and reducing their knowledge weaknesses. A knowledge strategy can be 
thought of as balancing knowledge-based resources and capabilities with the 
knowledge required for providing products or services in ways superior to those of 
competitors. Enterprises having superior knowledge are able to coordinate and 
combine their traditional resources and capabilities in new and distinctive ways, 
providing more value for their customers than can their competitors. 
 
Zack (1999:128) considers knowledge to be the most important strategic resource, and 
the ability to acquire, integrate, store, share and apply it, the most important capability 
for building and sustaining competitive advantage.  
 
What is it about knowledge that makes the advantage sustainable? Knowledge, 
especially context-specific, tacit knowledge embedded in complex organisational 
routines and developed from experience, tends to be unique and difficult to imitate. 
Unlike many traditional resources, it is not easily purchased in the marketplace in a 
ready-to-use form. To acquire similar knowledge, competitors have to engage in 
similar experiences. However, acquiring knowledge through experience takes time 
and competitors are limited in how much they can accelerate their learning.  
 
Knowledge-based competitive advantage is also sustainable because the more a firm 
already knows, the more it can learn. Learning opportunities for an enterprise that 
already has a knowledge advantage may be more valuable than for competitors who 
have similar learning opportunities but who start off knowing less. Learning 
 
experiences can be used to build on or complement knowledge positions that provide 
a current or future competitive advantage. 
 
Because enterprise learning has such an impact on competitive advantage and 
knowledge sharing, the next section will discuss the relationship between knowledge-
based enterprises and learning organisations. 
 
2.6 Knowledge-based enterprises and learning organisations 
 
Senge (1990:1), who popularised the concept of learning organisations, described 
them as places ‘where people continually expand their capacity to create the results 
they truly desire, where new and expansive patterns of thinking are nurtured, where 
collective aspiration is set free, and where people are continually learning how to 
learn together.’ To achieve these ends, Senge suggests the use of five ‘component 
technologies’: 
 
• Systems thinking 
• Personal mastery 
• Mental models 
• Shared vision 
• Team learning. 
 
Similarly, Nonaka (1991:97), characterised knowledge-creating companies as places 
where ‘inventing new knowledge is not a specialised activity… it is a way of 
behaving, indeed, a way of being, in which everyone is a knowledge worker’. Nonaka 
suggests that companies use metaphors and organisational redundancy to focus 
thinking, encourage dialogue and make tacit, instinctively understood ideas explicit. 
Garvin (1993:79) found Nonaka and Senge’s recommendations too abstract and their 
focus to be high philosophy that lacks the details of practice. Three critical issues are 
left unresolved: 
  
• The question of meaning: A well-grounded definition of learning 
organisations that is actionable and easy to apply is important.  
 
• The question of management: There is a need for clearer guidelines for 
practice, filled with operational advice rather than high aspirations.  
• The question of measurement: Better tools for assessing an organisation’s rate 
and level of learning to ensure that gains have been developed.  
 
Garvin’s ‘three M’s’ give managers a firmer foundation for launching learning 
organisations. For the purpose of this research, the focus will be on the first two M’s, 
namely meaning and management. 
 
As is the case with defining knowledge management, defining organisational learning 
seems to be problematic. Garvin (1993:80) defines it as follows: “A learning 
organisation is an organisation skilled at creating, acquiring and transferring 
knowledge, and at modifying its behaviour to reflect new knowledge and insights.” 
His definition emphasises that new ideas are essential if learning is to take place 
within an enterprise. Sometimes these new ideas are created through flashes of insight 
or creativity and at other times they arrive from outside the organisation or are 
communicated by knowledgeable insiders. Whatever the source, these ideas are often 
the trigger for improvement within the enterprise. But they cannot by themselves 
create a learning organisation. Without accompanying changes in the way that work 
gets done, only the potential for improvement exists. Garvin (1993:81) also identifies 
five key activities at which learning organisations are skilled: 
 
• Systematic problem solving 
• Experimentation with new approaches 
• Learning from their own experiences and past history 
• Learning from the experiences and best practices of others 
• Transferring knowledge quickly and efficiently throughout the organisation.  
 
By creating systems and processes that support these activities and integrate them into 
daily operations, companies can manage their learning more effectively. A more 
detailed discussion of the five activities follows. 
 
 
 
2.6.1 Systematic problem solving 
 
This first activity rests heavily on the philosophy and methods of the quality 
movement. Some of the underlying ideas include: 
• Relying on the scientific method, rather than guesswork, for diagnosing problems 
• Insisting on data, rather than assumptions, as background for decision-making 
• Using simple statistical tools to organise data.  
Most training programs focus on problem-solving techniques, using exercises and 
practical examples. These tools are usually straightforward and easy to communicate. 
The necessary mindset, however, is more difficult to establish. Accuracy and 
precision are essential for learning. Therefore, employees need to be more disciplined 
in their thinking and more attentive to detail.  
 
2.6.2 Experimentation 
 
This activity involves the systematic searching for and testing of new knowledge. 
Using scientific methods is essential and there are obvious parallels with systematic 
problem solving. Experimentation is usually motivated by opportunity and not by 
current difficulties. Two main forms are ongoing programs and demonstration 
projects. Ongoing programs involve a continuing series of small experiments, 
designed to produce gains in knowledge. They are especially common on the shop 
floor and work hard to ensure a steady flow of new ideas, even if they must be 
imported from outside the organisation.  
 
Successful ongoing programs also require an incentive system that favours risk 
taking. Employees must feel that the benefits of experimentation exceed the costs, 
otherwise they will not participate. Ongoing programs also need managers and 
employees who are trained in the skills required to perform and evaluate experiments. 
These skills must usually be learned. They include statistical methods, graphical 
techniques like process analysis and creativity techniques like story boarding and 
role-playing. Demonstration projects are usually larger and more complex than 
ongoing experiments. They involve holistic, system-wide changes and are often 
undertaken with the goal of developing new organisational capabilities. They are 
usually the first projects to embody principles and approaches that the enterprise 
 
hopes to adopt later on a larger scale. Some other demonstration project 
characteristics are that they establish policy guidelines and decision rules for later 
projects and are normally developed by strong multi-functional teams reporting 
directly to senior management.  They also tend to have only limited impact on the rest 
of the enterprise if they are not accompanied by explicit strategies for transferring the 
learning.  
 
2.6.3 Learning from past experience  
 
Companies need to review their successes and failures, assess them systematically and 
record the lessons in a form that employees find open and accessible. The enterprise 
needs to establish processes that require their managers to think periodically about the 
past and learn from their mistakes. They need to recognise the value of productive 
failure. A productive failure is one that leads to insight, understanding and is an 
addition to the commonly held wisdom of the enterprise.  
 
2.6.4 Learning from others  
 
Sometimes the most powerful insights come from looking outside one’s immediate 
environment to gain new perspectives. Companies in completely different businesses 
can be fertile sources of ideas and catalysts for creative thinking. At this type of 
organisation, enthusiastic borrowing is replacing the ‘not invented here’-syndrome. 
The broader term for it is benchmarking, which involves an ongoing investigation and 
learning experience that ensures that the best industry practices are analysed, adopted 
and implemented.  
 
Benchmarking is a disciplined process that begins with a thorough search to identify 
best-practice organisations, continues with the study of one’s own practices and 
performance, progresses through systematic site visits and interviews and concludes 
with an analysis of results, development of recommendations and implementation.  
 
Another way of gaining an outside perspective is through conversations with 
customers, which stimulate learning. Customers can provide up-to-date product 
 
information, competitive comparisons and immediate feedback on service and 
patterns of use.  
 
Whatever the source of outside ideas, learning will only occur in a receptive 
environment. In other words, managers cannot be defensive and must be open to 
criticism. Learning organisations need to cultivate the art of open, attentive listening. 
 
2.6.5 Transferring of knowledge  
 
For learning to be most effective, knowledge needs to spread quickly and efficiently 
throughout the enterprise. Mechanisms to enhance this process include written oral 
and visual reports, site visits and tours, personnel rotation programs and education and 
training programs.  
 
Knowledge is also more likely to be transferred effectively when the right incentives 
are in place. If employees know that their plans will be evaluated and implemented, in 
other words, that their learning will be applied, progress is far more likely.  
 
Garvin (1993:91) concludes that learning and knowledge-sharing enterprises are not 
built overnight. A few simple steps can be taken to help the process along.  
 
The first step is to foster an environment that is conducive to learning and knowledge 
sharing. There must be time set aside for employees to reflect and analyse, to think 
about strategic plans and to assess current work systems and invent new products. Top 
management needs to free up employees’ time for the purpose of learning. That time 
will be productive if employees possess the skills to use it wisely. Training in 
brainstorming, problem solving and other core learning skills is therefore essential.  
 
Another key issue is to open up boundaries and stimulate the exchange of ideas. 
Opening up boundaries through conferences, meetings, project teams and linking the 
organisation with customers and suppliers, ensures a fresh flow of new ideas.  
 
Once managers have established a more open and supportive environment, they can 
also create learning or knowledge sharing forums. These forums usually have a 
 
specific learning goal in mind and can take on a variety of forms, such as internal 
benchmarking reports, strategic reviews or symposia that bring together customers, 
suppliers or internal groups to share ideas and learn from each other.  
 
Each of these activities fosters learning and requires employees to work with new 
knowledge and consider its implications. Together these efforts can eliminate barriers 
that impede learning and knowledge sharing. 
 
2.7 Conclusion 
 
For enterprises, the knowledge sharing part of the knowledge management process 
seems to be the most difficult of all those defined and discussed in this chapter. 
Without successful sharing of knowledge, the knowledge management initiative is 
bound to fail.  
 
An important part of sharing knowledge is organisational learning. Organisational 
learning differs from knowledge management in that it concentrates on managing the 
process of learning, while knowledge management is more concerned with techniques 
for building up and applying repositories of organisational knowledge. Knowledge 
sharing is usually already taking place in organisations ad hoc, within informal 
networks. Knowledge management could help to make this a more systematic 
process.  
 
When launching a knowledge management initiative it is important to identify which 
knowledge management processes are most relevant to the enterprise’s environment 
and proper steps need to be taken to encourage formal as well as informal knowledge 
sharing.  
 
As mentioned in the last section of this chapter, knowledge sharing is closely related 
to organisational learning, and a learning and knowledge-sharing friendly 
environment needs to be created. To create such an environment, it should be part of 
the general culture and knowledge culture of the organisation. The next chapter will 
focus on corporate cultures and knowledge cultures. An important part of the 
 
discussion is the motivational practices used by the enterprise to promote these 
learning and knowledge friendly environments. 
 
 
 3 Corporate cultures and knowledge cultures 
 
3.1 Introduction 
 
The purpose of knowledge management is usually to enhance the enterprise’s 
performance by explicitly designing and implementing tools, processes, systems, 
structures and cultures to improve the creation, sharing and use of all types of 
knowledge that are critical for decision making. The type of culture existing in an 
enterprise is crucial to the success of any knowledge management initiative. As 
enterprises interact with their environments, they absorb information, turn it into 
knowledge and take action based on it in combination with their experiences, values 
and internal rules (Davenport & Prusak, 1998:12). Each enterprise has specific 
beliefs, values and norms, thus creating a unique corporate culture with identifiable 
manifestations. The success of a knowledge management initiative often requires 
fundamental readjustments of corporate culture, strong leadership and financial and 
non-financial reward structures that motivate employees to share their knowledge. 
Aside from requiring a technology infrastructure (to be discussed in the next chapter), 
enterprises need to minimise political divisions among managers and employees, 
cultivate a corporate culture that encourages use and dependence on knowledge 
management processes and enabling technology and provide economic incentives for 
that to happen. 
  
Research by De Long and Fahey (2000:113) suggests that the efforts of many 
enterprises to manage their knowledge have not achieved their objectives and that 
organisational culture is widely held to be the major barrier to creating and leveraging 
knowledge assets. They found that while most managers intuitively recognise the 
importance of culture, they find it difficult to articulate the culture-knowledge 
relationship in ways that lead to action. Therefore, enterprises should be aware of 
their specific corporate culture and how it influences their behaviour and attitude 
towards knowledge sharing.  
 
The purpose of this chapter is to demonstrate the importance of the cultural 
perspective of an enterprise on many of the issues central to effective knowledge 
 
management and to explore the ways in which the enterprise culture shapes 
knowledge creation, sharing and use. It will focus on defining corporate culture and 
how the elements of the corporate culture influence the behaviours of employees. 
Because employees’ behaviour determines the sharing of their knowledge, certain 
factors contributing to a knowledge culture, such as the important role leadership has 
to play and different motivational practices the enterprise could use to encourage 
knowledge sharing, will be identified. In short, the aim is to understand how and why 
enterprise culture so often impedes attempts to generate and leverage knowledge. 
 
3.2 Defining corporate culture 
 
The concept of culture, like that of knowledge, is often used loosely without any real 
attempt to define what it means in practice. There are various definitions for the 
concept ‘corporate culture’, some being vague and others more precise. According to 
Donnelly, Gibson and Ivancevich (1992:518) organisational culture refers to the 
impact on the environment resulting from group norms, values, philosophy and 
informal activities. This implies that corporate culture is similar to culture in society 
as it has norms, values, beliefs and patterns of behaviour. The definition also 
highlights that values and norms create culture.  
 
Kotter and Heskett (1992:4) identify two levels of corporate culture: a deeper, less 
visible level and a more visible level. These levels differ in terms of visibility and 
their resistance to change. At the deeper level that is less visible, culture refers to the 
values that are shared by the people in the group and that tend to persist over time 
even when group members change. At this level, culture can be very difficult to 
change, partly because group members are often unaware of many of the values that 
bind them together. At the more visible level, culture presents the behaviour patterns 
or style of an enterprise that new employees are automatically encouraged to follow 
by their fellow employees. Culture at this more visible level is still difficult to change, 
but not as difficult as at the deeper level of basic values.  
 
Trice and Beyer (1993:15) find culture not only intangible and elusive, but also 
observe corporate culture at multiple levels in the enterprise. Culture is reflected in 
values, norms and practices. At the deepest level, corporate culture consists of values, 
 
tacit preferences about what the enterprise should strive for and how it should do so. 
Values are often difficult to articulate and even more difficult to change. Another 
problem is that corporate culture is often overlooked when launching a new 
enterprise-wide initiative. Sherriton and Stern (1997:25) highlight some reasons for 
this: 
 
• Managers tend not to think about culture, because culture is deeply rooted. 
The patterns of values, behaviours and beliefs are so internalised that their 
actions become automatic and unconscious 
• The components of culture are intangible and therefore difficult to pinpoint. If 
employees are asked to describe their corporate culture, they will give diverse 
responses because people select different dimensions that are important to 
them 
• People notice culture acutely only when faced by changes from or differences 
in what they are used to 
• Most people consider corporate culture as given and unchangeable. The result 
is that corporate culture remains overlooked.  
 
The implementation of a knowledge management initiative within an enterprise is a 
good example of where corporate culture is usually not being addressed. Corporate 
culture is often the missing link that could ensure successful, innovative efforts in a 
business. 
 
3.3 Culture shaping factors 
 
Plunkett and Attner (1994:265) identify seven culture-shaping factors. Each of these 
factors is a complex concept and none is independent of the others. Their dynamic 
interaction shapes the corporate culture. 
 
• Key business processes. At the core, and fundamental to every enterprise, are 
the processes employees follow to gather information, make decisions, 
communicate and manage workflow. The enterprise is defined by how its 
leaders communicate to employees, how they share decision-making and how 
 
they structure workflow. The business processes affect and are affected by the 
other six factors. 
• Employees and tangible assets. The enterprise’s resources, such as 
employees, offices, equipment, inventory and money, are used by the 
enterprise to carry out its activities. These are the most visible and complex 
factors that influence the culture because their quality and quantity determine 
much of the enterprise’s culture and performance. 
• Formal arrangements. Formal arrangements organise tasks and individuals. 
These arrangements include the structure of the enterprise, its procedures, 
rules and specific mandated behaviours. 
• The dominant coalition. Enterprise culture is greatly impacted by the goals, 
objectives, strategies, personal characteristics and interrelationships of its 
leaders, who form the so-called dominant coalition. The leadership style 
determines how employees are treated and how they feel about themselves and 
their work. 
• The social system. The social system contributes norms and values to the 
corporate culture. Employee relationships and informal organisations are also 
components of the social system. Because people are the enterprise, their 
relationships define the enterprise’s character. 
• Technology. Technological processes and the equipment employees use also 
affect the corporate culture. For example, the utilisation of technology in the 
enterprise plays a role: is a machine or process intended to replace human 
labour or enable employees to enhance their skills and productivity? The 
answer to this question sends a message about the value of employees in the 
enterprise.  
• The external environment. This includes forces outside the boundaries of the 
enterprise that interact directly and indirectly with it. These forces include 
suppliers, markets, competitors, organised labour and other forces outside the 
enterprise. These forces affect the goals, resources and processes of the 
enterprise. It is clear that these forces can shape the enterprise culture in many 
ways. 
 
 
To evaluate how an enterprise’s current culture influences the creation, sharing and 
use of knowledge, there needs to be an understanding of how culture influences 
knowledge-related behaviours of employees. In the next section, frameworks 
providing diagnostic tools for analysing how culture currently affects an enterprise’s 
knowledge sharing behaviours will be discussed. 
 
3.4 Frameworks linking corporate culture and knowledge sharing 
 
As mentioned before, values are often difficult to articulate and even more difficult to 
change. Their impact on knowledge creation and use, manifested in behaviours, 
should however, never be underestimated. That is why the arrow leading from values 
to behaviours in Figure 3 is more prominent than the others.  Norms are generally 
derived from values, but they are more observable and easier for employees to 
identify. Thus, they are more susceptible to change, for example: norms associated 
with sharing information. If employees believe that sharing what they know incurs 
personal risks and decreases power, then the social norms governing how individuals 
should interact will not support the behaviours needed to create and sustain the 
exchange of knowledge.  
 
Practices are the most visible symbols and manifestations of a corporate culture. They 
are a way of understanding any widely understood set of repetitive behaviours, such 
as how people in an enterprise answer the telephone, fill out time sheets, or review a 
weekly status report. They also include repeated types of interactions that have 
identifiable roles and social rules, such as performance reviews and weekly staff 
meetings. Practices provide the most direct levers for changing behaviours needed to 
support knowledge creation, sharing and use. For example, the ways in which 
departmental meetings are conducted strongly influence the likelihood of a group 
generating new knowledge or leveraging its existing knowledge.  
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Figure 3: Culture elements influence behaviours (De Long & Fahey, 2000:116) 
 
Values, norms and practices reflect different levels of observability of an 
organisation’s culture, but the concepts are fundamentally interrelated (De Long & 
Fahey, 2000:116). Values are manifested in norms that, in turn, shape specific 
practices. While values shape norms and practices, sometimes managers will change 
practices and norms in an attempt to reshape the corporate values over time.  
 
De Long and Fahey (2000:116) also identify the following frameworks to analyse the 
current corporate culture of an enterprise, to help decide whether to adapt knowledge 
management objectives to the existing culture, or to try to change the corporate 
culture. 
 
3.4.1 Culture shapes assumptions about what knowledge is important 
 
Cultures and especially subcultures heavily influence what is perceived as useful, 
important or valid knowledge in the enterprise. Culture also shapes what groups 
define as relevant knowledge. These beliefs about what knowledge is important are 
shaped by enterprise values and norms. For example, a design team was supposed to 
be capturing lessons learned in its part of the product development process, but the 
group members were so concerned with being able to account for their time, that they 
initially refused to reflect on their experiences and develop lessons learned. The 
barrier to creating this new knowledge was only removed when the knowledge 
manager found an administrative accounting code to which time for extracting lessons 
learned could be charged. Local norms, such as always accounting for time, and 
 
practices such as filling out time sheets, determine the priority that employees accord 
to different types of knowledge and learning in every enterprise. Managers need to 
identify and clarify existing norms and practices, which may be barriers to new 
behaviours needed, and decide if those elements of the corporate culture can be 
changed to support these behaviours (De Long & Fahey, 2000:116-117).  
 
Subcultures apply different criteria in defining knowledge (De Long & Fahey, 
2000:117-118). Subcultures consist of distinct sets of values, norms and practices 
exhibited by specific groups or units in the enterprise, such as R&D, sales, different 
levels of management and different geographic regions. Subcultures have 
characteristics that distinguish them from the firm’s overall culture. Enterprises 
usually have both an overall culture and multiple subcultures. Subcultures often lead 
their members to define important knowledge differently from other groups in the 
enterprise. Such different views of knowledge often lead to miscommunication and 
conflict between functions, as subcultures apply different criteria in valuing 
knowledge. These differences often produce conflicting strategies and goals in 
knowledge management initiatives and some precautions need to be taken. For 
example, management needs to identify distinct subcultures involved in the 
knowledge initiative and determine how these different groups define knowledge. The 
type of knowledge that is preferred by each subculture needs to be made explicit and 
some level of shared understanding about the types of knowledge most important to 
the enterprise needs to be achieved.  
 
Management also needs to reflect on whether they are making the right assumptions 
about the new behaviours needed to leverage specific types of knowledge, given the 
different subcultures involved. For example, is an informal, entrepreneurial 
engineering group expected to use a formal, procedurally oriented knowledge 
repository? Can the system be adapted to fit the culture or should management invest 
in culture change? 
 
3.4.2 Culture mediates the relationships between levels of knowledge  
 
Corporate culture usually dictates what knowledge belongs to the enterprise and what 
knowledge remains in control of the individuals or subunits. This is most evident 
 
when management tries to convince individuals to share their knowledge so that it can 
be converted into more structured knowledge, which the enterprise will then control. 
As mentioned before, human knowledge transferred into an expert database is only 
information until others interpret it with the experience and skills to apply it in a 
different context. Nevertheless, when people are asked to put what they know into an 
enterprise database, they tend to feel they have lost ownership of the knowledge they 
had previously controlled. Often, the enterprise’s norms will support this individual 
ownership, encouraging people to refuse to share their knowledge, even though the 
enterprise pursues a business strategy where success requires individuals to share 
what they know. Cultural norms and practices thus determine who is expected to 
control what knowledge, as well as who must share it, and who can hoard it. 
Knowledge management objectives must be aligned with the norms and practices of 
the enterprise if they are to be achieved (De Long & Fahey, 2000:118). 
 
Knowledge sharing is often compromised when the norms and practices of the 
enterprise reinforce and value knowledge use at individual level. Another important 
factor is trust. Cultural norms supporting departmental autonomy for example, 
constrict knowledge flow throughout the enterprise. The levels of trust that exist 
between subunits and employees greatly influence the amount of knowledge that 
flows both between individuals and from individuals into the firm’s databases and 
best practice archives.  Enterprises with a history of downsizing face a particular 
problem in this area. They have to rebuild trust levels in their culture before they can 
expect individuals to share expertise freely without worrying about the impact of their 
sharing on their value to the company. These enterprises need to pay special attention 
to the supporting norms and behavioural practices that manifest trust as an important 
enterprise value. Culture needs to be recognised as the mediator between individual, 
group and organisational knowledge. It is therefore important to renegotiate the 
enterprise norms around knowledge distribution, ownership and access. 
 
3.4.3 Culture creates a context for social interaction  
 
Culture shapes perceptions and behaviours by establishing the context for social 
interaction (Sackmann, 1991: 45). It represents the rules and practices that determine 
the environment within which employees communicate. These cultural ground rules 
 
determine how people interact and have a major impact on knowledge creation, 
sharing and use. Because culture defines the context of interaction, it determines how 
all types of knowledge will be used in a particular situation. It dictates the norms: the 
rules, expectations and penalties that govern social interactions between individuals 
and groups. It also shapes people’s perceptions of their range of options acceptable to 
the enterprise. For example, where functions such as R&D and manufacturing are not 
expected to continually share knowledge and collaborate and are without routine 
practices to do so, there is no context for interaction to support this sharing.  
 
According to De Long and Fahey (2000:120-121) culture also shapes the patterns and 
qualities of interactions needed to leverage knowledge among individuals at the same 
level in the enterprise. Culture determines the patterns of interaction used to 
accomplish work. This may vary from one enterprise to the next: where one firm 
might rely on formal communication processes and meetings to bring employees 
together, a more entrepreneurial business expects frequent, unplanned and 
unstructured interactions among employees. Formal and informal interactions are 
valued differently by these enterprises and results in different patterns of knowledge 
creation and sharing. Norms and practices can also promote collaboration between 
functions and units and their interactions are more likely to lead to creating and 
sharing new knowledge.  It will determine to what lengths employees will go to seek 
out and build on existing knowledge, in other words to reuse existing knowledge. 
Cultures that reward individual creativity and innovation produce different patterns of 
interaction around knowledge than cultures where uncovering and leveraging existing 
knowledge is the norm (De Long & Fahey, 2000:121). To encourage the use of 
existing knowledge, Texas Instruments created an annual ‘Not-Invented-Here-But-I-
Did-It-Anyway’ award to recognise those who reuse good ideas from elsewhere in the 
enterprise.  
 
How enterprises react to mistakes is another norm that shapes the context for social 
interaction. Norms and practices may dictate that mistakes be uncovered and used as a 
source of learning or mistakes may be covered up, punished or ignored. In either case, 
the approach used will influence how people interact and will shape the quality of the 
knowledge created and applied.  
 
 3.4.4 Culture shapes creation and adoption of new knowledge  
 
According to De Long and Fahey (2000:123), new knowledge is either adopted as is 
from external, structured knowledge sources, or it is created internally by taking 
information from the external environment and interpreting it in the context of the 
enterprise’s existing knowledge to create new knowledge that becomes the basis for 
action. The enterprise’s culture and the relationships among its subcultures will 
determine how new knowledge about the external environment is created and 
distributed throughout the enterprise.  
 
Enterprises need to be able to adopt or create new knowledge in all forms, but also to 
distribute it to change strategic direction and resource allocations faster than their 
rivals (De Long & Fahey, 2000:123). In effective knowledge-oriented cultures, high 
levels of participation are expected from employees. They need to seek out, debate 
and synthesise knowledge related to key strategic business issues. The enterprise 
norms and practices must go beyond encouraging dialogue to facilitating 
contributions from individuals at multiple levels in the enterprise. Participation is 
enabled by practices that involve individuals gathering data from diverse sources, 
exercising their judgement to transform data into information and then engaging in 
interaction to produce new knowledge that can be used as a basis for action.  
 
3.5 Factors contributing to a knowledge culture 
 
Creating a corporate culture where knowledge is valued and shared effectively is a 
difficult challenge. Skyrme and Amidon (1997:259) found that appropriate cultures 
are those that value change, learning, innovation, openness and trust. They should also 
recognise and reward people for their knowledge contributions to the enterprise 
knowledge base. Several factors help create the conditions that encourage knowledge 
sharing. Skyrme and Amidon (1997:261-262) identified three main categories of how 
successful knowledge-based companies are creating the right conditions for the 
effective management and development of knowledge. These three categories 
correspond to the three levels of organisation - enterprise, work team and the 
individual (Figure 4). 
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Figure 4: Factors contributing to a knowledge culture (Skyrme & Amidon, 1997:261) 
 
The categories identified entail the following:  
 
• Organisational enablers. These are the conditions usually created by top 
management for knowledge creation and sharing activities. Of the three 
components: leadership, structures and culture, culture is viewed as the most 
important. This is closely coupled with effective knowledge leadership. The 
other key enabler is an appropriate organisational structure. In informal, 
flexible organisational structures, knowledge sharing seems to flourish. 
• Levers of change. There are some specific mechanisms that enhance 
knowledge flows through facilitating communication and collaboration within 
the enterprise. These mechanisms include physical work setting and ways in 
which teams are created and operate. These factors are called levers since they 
enhance knowledge sharing. 
• Foundations for capability. There are many similarities between knowledge-
based enterprises and learning organisations. Identifying and developing new 
roles and running programmes that develop continuous learning and individual 
skills are important foundations for this type of enterprise.  
 
 
To be successful, enterprises need to understand the importance of these foundations, 
levers and enabling characteristics and work to align them with each other and with 
the broader enterprise strategy. For the purpose of this research, only three of the 
above-mentioned factors would be highlighted because they are often ignored or 
undervalued when implementing a knowledge sharing initiative. Culture as 
organisational enabler has already been discussed in previous sections of this chapter. 
The important role that leadership has to play will be discussed in the next paragraph. 
Of the different levers, the research will focus on human resource (HR) policies and, 
more specifically, motivational practices. Learning as a capability foundation has 
already been discussed in Chapter 2. 
 
3.5.1 Role of leadership 
 
Leadership at all levels of an enterprise helps to develop the corporate culture. For 
instance, supervisors manage the resources, set the tone and control the means to 
influence the business results. According to Plunkett and Attner (1994:271), 
leadership helps create culture by: 
 
• Identifying the underlying corporate values 
• Clearly defining the enterprise’s mission and goals 
• Determining the amount of individual autonomy and the degree to which 
people work separately or in groups 
• Structuring work to achieve goals in accordance with the enterprise values 
• Developing reward systems that reinforce values and goals 
• Creating methods of socialisation that will bring new workers inside the 
culture and reinforce the culture for existing employees. 
 
For Frost (2001:29) excellent leadership is characterised by an openness of spirit, 
clear vision and communication, a leader who understands that they derive power 
from the members of the team and the capacity of the leader to create in the minds of 
followers clear advantages to working together and building something bigger than 
each one of them could on their own. When it comes to leadership’s role during a 
knowledge management initiative, leadership brings vision, energy, direction, advice 
and support to the initiative, while knowledge management provides the focus and 
 
encourages sharing, and facilitates networking, which results in the growing of the 
individuals, teams and the enterprise.  
 
O’Dell and Grayson (1998:169) have identified several tactics leaders can employ to 
support a knowledge sharing culture: 
 
• Tie all knowledge management initiatives to the corporate vision. Create and 
publish an integrated mission, vision and value statement that endorses and 
sustains learning and knowledge transfer in the enterprise 
• Have success stories told at each top-executive meeting 
• Take steps to remove barriers to progress such as the not-invented-here 
syndrome 
• Reinforce and reward positive behaviours and promote the right people 
• Lead by example, show commitment to learning through action and get 
upward feedback on how you are doing 
• Tell employee groups that the most important thing in the enterprise is to share 
and use each other’s knowledge 
• Apply all these approaches to the total enterprise.  
 
To conclude, leadership has a major role to play in influencing the enterprise’s 
culture, which could lead to the successful implementation and acceptance of an 
enterprise-wide knowledge management initiative. 
 
3.5.2 Human resource policies 
 
The last set of levers in Figure 4 is supportive HR policies. Skyrme and Amidon 
(1997: 303) found that of all the levers they identified, reward systems were the ones 
most cited. Reward and compensation systems, if sensibly applied, can be a powerful 
motivator. Enterprises should however be conscious of the types of reward that 
employees value. Many employees appreciate rewards in terms of recognition. 
Examples include annual prizes, peer recognition and publicity. Team players who 
encourage sharing and link it to the needs of the enterprise could be rewarded through 
international travel and opportunities to work with overseas experts and colleagues. In 
 
the knowledge context, Wiig (1996:105) lists the following categories of incentives 
for knowledge sharing: 
 
• Awards and recognition as celebrations of success and positive performance 
rewards 
• Bonuses and other monetary rewards, such as payment for published papers 
• Personnel evaluation and promotion - sharing knowledge is a recognised job 
performance goal 
• Communications - getting people involved in networks and in presentation 
opportunities 
• Group recognition measures - team performance recognition 
• Funding - funds for travel, conferences and attending professional meetings 
• Role models - recruit and promote individuals who demonstrate active 
sharing. 
 
There are also some other HR policies that can be used to support knowledge sharing. 
The skills and behaviour profiles needed could be written into specifications for new 
employees in recruitment policies. Induction programmes are often the first point of 
influence on the newcomer of the enterprise’s culture and of what is expected. They 
provide a good opportunity to promote knowledge sharing. By encouraging more job 
rotation and career progression through cross-functional moves, employees are 
encouraged to broaden their knowledge base and share their skills across functional 
boundaries. Education and training, particularly in workshop settings, can play an 
important role in shaping and changing the enterprise culture. In general, HR policies 
need to be aligned to support knowledge management initiatives.  
 
Finding new sources of motivation to increase participation in knowledge-sharing 
systems is a constant challenge. Motivational aids or incentives should not be trivial 
and motivational approaches should be long-term and tie in with the general 
evaluation and compensation structure. The recognition process needs to suit the 
culture of the enterprise and if the enterprise chooses short-term incentives, they 
should be highly visible. Incentive plans can also include coveted office space and 
other obvious status symbols as well as opportunity to receive more challenging 
 
assignments (Hauschild, Licht & Stein, 2001:77). Instead of focussing narrowly on 
individual performance, enterprises should ensure that incentives uphold a balanced 
range of goals that might include financial success outside an employee’s immediate 
unit, for when people benefit from the success of other units in their company, they 
are encouraged to move away from the knowledge-is-power mindset and to begin 
sharing what they know. 
 
3.6 Conclusion  
 
Introducing a formalised knowledge management programme within an enterprise, 
like any other adjustment, requires a culture that supports and nurtures the 
programme. There should be an assessment of the existing culture and decisions need 
to be taken to make the necessary changes to the culture for the knowledge 
management programme to succeed. People and culture can be viewed as primary 
enablers to the success of knowledge management (Ndlela & Du Toit, 2000:7). The 
two are closely related, since people are a critical element in the corporate culture, as 
culture is about values, beliefs, norms and behaviours that people have in the 
enterprise. Knowledge management, like any other programme, requires leadership 
commitment to create an environment within which employees are able to share 
knowledge and are allowed to assimilate as well as to put into practice the new 
knowledge gained.  
 
Lank (1997:410) identifies ways to persuade staff to share knowledge. Two of the 
areas she mentions are IT infrastructure and training to familiarise employees with the 
relevant knowledge management IT tools and making it as easy as possible for 
employees to contribute to the enterprise knowledge base. The next chapter will focus 
on using the corporate intranet as a knowledge sharing IT tool, keeping in mind the 
influence that the corporate culture has on the creation and use of an enterprise 
infrastructure for knowledge management.   
 
 
 
 
 
4 The role of the corporate intranet in a knowledge sharing culture 
 
4.1 Introduction 
 
The low cost of computers and networks has created a potential infrastructure for 
knowledge exchange and opened up important knowledge management opportunities. 
The power of computers has little relevance to knowledge work, but the 
communication and storage capabilities of networked computers make them 
knowledge enablers (Davenport & Prusak, 1998:18). Through e-mail, groupware, the 
Internet, and intranets, computers and networks can assist in identifying 
knowledgeable employees and can connect employees who need to share knowledge. 
Desktop videoconferencing and multimedia computing that transmits sound and video 
as well as text provide opportunities to communicate one person’s knowledge to 
another. In other words, IT could be seen as the enabler and storage system for 
knowledge exchange. As discussed in previous chapters, it does not create knowledge 
and cannot guarantee or even promote knowledge generation or knowledge sharing in 
an enterprise culture that does not favour those activities. 
 
In Chapter 1 the following sub-problem has been identified: how can the corporate 
intranet be used to enhance knowledge management and more specifically as a tool to 
enhance a knowledge sharing culture? Throughout the literature, attention is 
increasingly being focused on the potential value of intranets in large enterprises in 
terms of rapid transmission of up-to-date information, improved communication 
flows, knowledge enhancements, sharing of best practice in context and 
encouragement of innovation. The purpose of this chapter is to discuss how the 
corporate intranet can be used as an IT infrastructure to enable and enhance a 
knowledge sharing culture. To do this one needs to perform a literature review 
covering different technologies available for knowledge management and knowledge 
sharing.  
 
Corporate intranets show potential because they could facilitate group collaboration, 
enterprise communication and improved access to information content across the 
enterprise. In order to investigate and perhaps prove these possibilities, the first 
section of this chapter will define intranets and further discuss intranets in terms of 
 
their functionalities and design. Because the enterprise intranet can be seen as part of 
a knowledge management system, a brief description of different knowledge 
management solutions will follow. Finally, to help resolve the above-mentioned sub-
problem, the intranet will be discussed in terms of how it could be used as a shared 
space that facilitates the knowledge management process and a knowledge sharing 
culture. 
 
4.2 Intranets 
 
The use of the term intranets is not new. Hinrichs (1997:11) found that Dr. Steve 
Telleen at Amdahl was using the term IntraNet as early as 1994 in a paper he wrote 
on IntraNet methodology. The first commercially printed appearance of the term was 
found in an article by Stephen Lawton on intranets in the Digital News & Review in 
April 1995. In it he discussed Fortune 1000 companies posting web pages and 
installing telnet and ftp servers. The advantages were listed as low cost of setup, ease 
of writing HTML (HyperText Mark-up Language), and access to various kinds of 
documents, such as employee manuals, research material and individual home pages. 
The popularisation of the term was due to Netscape. Netscape began to develop their 
business strategy around a full-service intranet (Hinrichs, 1997:12). The use of web 
technology was happening even before the term was used to describe it. He describes 
the intranet by means of the following two definitions: as technical definition: “An 
intranet is a heterogeneous computing environment connecting different hardware 
platforms, operating system environments and user interfaces in order to seamlessly 
communicate, collaborate, transact and innovate.” As organisational definition 
Hinrichs (1997:11) goes as far as saying: “An intranet is a learning organisation, 
capable of integrating people, processes, procedures and principles to form an 
intellectually creative culture dedicated to implementing total organisational 
effectiveness.” Much like learning new information, it is not so much a matter of 
accessing information as it is of using that information effectively and in a timely 
manner. The question is how the enterprise is going to use their intranet technology 
and what it is going to do for them. The next paragraph will look at further more 
existing definitions of corporate intranets to show what intranets are doing and could 
do for enterprises. 
 
 
  
4.2.1 Defining corporate intranets 
 
Curry and Stancich (2000:250) define the corporate intranet as a private computing 
network, internal to an enterprise, allowing access only to authorised users. It may 
include an internal ‘web’ along similar lines to the WWW with multiple websites and 
web pages, electronic mail, newsgroups, online meeting facilities and any number of 
applications. A typical intranet uses a web browser, such as Microsoft Explorer or 
Netscape Navigator, to access and navigate across information on the corporate Web-
based pages. An intranet is separated from the Internet by a firewall, a 
hardware/software technology that protects the corporate intranet from non-authorised 
external users (Chase, 1997:31). The distribution of information is not restricted by 
time or geographical location and can be viewed by any employee within the 
enterprise.  
 
A corporate intranet enables people to collaborate electronically using groupware. 
Chase (1997:31) defines groupware as technology that allows employees to have 
interactive brainstorming sessions, manage projects, create common databases and 
perform various forms of collaborative work. Intranets may also allow enterprises to 
have videoconferences, meetings where people in different parts of the country or 
world can see and communicate using personal computers.  
 
Increasingly, intranets are used to communicate with key customers and suppliers. 
Called Extranets, these sites allow key contacts to pass through the firewall with a 
password and access authorised parts of the intranet (Chase, 1997:31).  
 
To summarise, Coult (1999:33) defines a true intranet as a complex tool, employing a 
wide variety of information sources from inside and outside an enterprise. In effect it 
is the internal one-stop-shop for information, which needs to be carefully planned, 
well managed and above all constantly changing and developing. In the next 
paragraph more details of specific intranet functionalities will be discussed as a 
knowledge management system front end. These functionalities will also reflect how 
the enterprise intranet could enhance a knowledge sharing culture. 
 
 4.2.2 Intranet functionality 
 
Many enterprises start sharing knowledge by using file servers as a repository of 
information. According to Guenther and Braun (2001:17) this approach could become 
confusing because a set of shared directories on a file server lacks any content 
management and search features aside from those based on file name. In other words 
there is a lack of basic document management principles.  
 
The first generation of intranets tries to overcome these problems by providing 
descriptions of documents and building a visual, Web-based interface to the 
underlying file structure. Instead of being located on a file server (usually Novell 
Netware or NT), these files are located on a Web server. As the benefits of sharing 
files are perceived, this first generation intranet begins to grow, making the 
integration of a search function necessary for effective use. At this stage the enterprise 
might realise that searching will not be effective without keying in metadata 
describing each file. Silver (2000:31) defines metadata as “data about data”, the 
process of capturing data such as title, author, location and date of creation, which 
adds context to the information being described. This will lead to discussions about 
the need to set standards for describing documents in ways that would not slow 
participation. Automating the process of defining document descriptors through style 
sheets or templates provides easy solutions to the standardisation problem.  
 
Many enterprise intranets evolve gradually, especially custom systems built with great 
reliance on internal resources (Guenther & Braun, 2001:18). The problems with these 
first generation intranets are often related to a feeling that documents are piling up in 
a repository, but the most useful documents are not part of the repository or they are 
not easy to find or identify. Because the enterprises rely on internal resources, 
investments in commercial tools such as search engines are delayed. Once the 
enterprise sees its capabilities falling short of the emerging requirement, it may 
consider a major overhaul of the site, initiating a debate about whether to ‘build or 
buy’.  
 
 
 
The ‘buy’ alternative means to purchase a Commercial Off-the-shelf (COTS) software 
package to provide intranet features. Examples of intranet packages that use such a 
portal approach include Autonomy, Plumtree, I-portal and Epicentric (Guenther & 
Braun, 2001:18). Silver (2000:32) defines portals as a single point of entry to all 
sources of knowledge and information both inside and outside an enterprise, usually 
through the Internet or a company intranet. Through these portals, companies can 
serve their customers, interact with business partners and suppliers, and offer 
employees access to online tools and the right content and knowledge for decision 
making.  
 
The ‘build’ alternative means using a combination of programming tools and existing 
software capabilities to develop a highly customised, in-house solution to deliver 
intranet capabilities. Generally, the ‘build or buy’ debate focuses on whether internal 
resources and knowledge are sufficient to do the Web development work required to 
create an intranet site that meets current requirements. Whether built by in-house 
developers or implemented from a COTS package, this second generation intranet 
usually has a set of capabilities for content management and search functionality that 
should support knowledge management processes.   
 
As mentioned before, a wide variety of functionalities exist through intranet 
technology. Choo, Detlor and Turnbull (2000:78) identify services such as e-mail, 
threaded discussions, newsgroups, shared electronic whiteboards and work flow 
systems. All of the above support two-way communication through which employees 
can give feedback to one another in unstructured formats. Electronic mail and 
threaded discussions enable employees to exchange information directly with other 
members of the enterprise. The use of newsgroups results in a ‘corporate knowledge 
base’ available to all employees. Shared electronic whiteboards facilitate 
collaboration by allowing the same web page to appear and be updated on multiple 
computers. Participants can make changes to these shared pages as well as see 
changes being made to these pages. Workflow systems, often used for project 
management, involve a system of integrated mail and web pages to help coordinate 
work requests, action items and resources across the enterprise (Choo et al., 2000: 78-
79).  
 
 
Unfortunately intranets tend to be used for basic information access purposes, such as 
the retrieval of corporate documents. Information available on the intranet will 
typically include human resources statements, corporate directories, competitive sales 
information, policy guides and company newsletters. In other words, it is primarily 
used for information dissemination purposes. While publishing information is an 
important part of any intranet, there needs to be control over the volume and 
relevance of the information published (Curry & Stancich, 2000:251). Information 
overload could become a problem and information has to be timely, up-to-date, 
maintainable and cost-effective. An enterprise has to make sure that publishers retain 
both the ownership and the responsibility for the information they publish. Publishing 
needs to be easy and users must be encouraged to become recognised and visible 
within the enterprise through the information they contribute. Some advantages of an 
intranet are the reduction in duplication of information, reduction in paper and 
distribution costs and faster, more direct access to information. One of the most 
important aspects of information access is that of being able to view content of 
documents regardless of file format, operating system, or communication protocol. 
Intranets, owing to their consistent, platform-independent access formats such as 
HTML, make this possible (Tiwana, 2000: 126). Alongside their information 
distribution and publication functionalities, intranets also provide the backbone 
platform for push delivery of information to employees’ desktops. Collaborative 
filtering tools can filter and clean this information, to provide actionable, timely and 
relevant information and knowledge.  
 
The above discussion presented a brief overview of the potential of the corporate 
intranet as a front end to a knowledge management system and as a platform for 
knowledge sharing. Intranet developers need to analyse the context in which 
employees access, search, collect, create, store and use information as a prerequisite 
for developing and enhancing the features of the intranet which should facilitate the 
sharing and re-use of knowledge. Head (2000:36) found that some of the principles 
for creating usable intranets were similar to those for Web design. The next section 
discusses, among others, the five guidelines identified by Head and the common 
elements of intranet design as proposed by Choo et al. (2000:101-130).  
 
 
4.2.3 Intranet design 
 
Hinrichs (1997:125) describes the intranet as organic and therefore it needs to be 
developed as a whole. This means that as intranet technology evolves, so does the use 
of the technology, and as the latter improves, so does human performance. In other 
words, the intranet develops simultaneously with the enterprise’s growth and with the 
employees’ growth as well. Intranets should be designed for ease of use, efficiency 
and improved human performance. An intranet environment needs to be created that 
can sustain all employees at an individual level, yet at the same time never be 
dependant on any single employee. As employees come and go, the intranet should 
continue to adapt to the change naturally.  
 
Most enterprises launch and maintain intranet development initiatives with the 
primary purpose of keeping employees informed, to foster internal communication, 
reduce internal information publishing costs and enhance corporate information 
distribution. These enterprises tend to view intranets as systems that support the 
capture, retention and retrieval of enterprise information (Choo et al., 2000:102). As a 
result, system developers may overemphasise the identification and organisation of 
information content and usage of technological tools and features in the intranet 
design that support information retrieval, rather than ones that enhance knowledge 
creation, ideas or group collaboration. System developers need to be aware of the 
information needs and uses of employees. In other words, priority in intranet design 
needs to be placed on people with an understanding of their work contexts, the 
problems they usually face and the ways in which they use information to resolve 
these problems. These work-related problems and contexts draw employees to use 
intranets and the information must be packaged and presented to make sense to them. 
Intranets thus need to be designed to deliver functionalities that support the 
information needs and uses of employees.  
 
Choo et al. (2000: 117) suggest a behavioural-ecological framework for intranet 
design as an open infrastructure that supports the creation, sharing and use of 
knowledge. This dual design approach is based on the information behaviours of 
groups and individuals as well as the information ecology of the enterprise as a whole. 
The framework they suggest for designing an intranet to support knowledge work 
 
embraces three nested layers: information ecology, information needs and users and 
value-added processes (see Figure 5).  
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Figure 5: A behavioural-ecological framework for intranet design (Choo et al., 2000:118) 
 
• Information Ecology: This represents the enterprise’s information 
environment. It consists of a number of interacting and interdependent social, 
cultural and political subsystems that shape the creation, flow and use of 
information in the enterprise. The information ecology thus influences the 
kind of information produced and stored, what information is made available 
and to whom, and what information is required and valued in task 
performance (Choo et al., 2000: 117). The following eight elements also need 
to be examined:  
o Enterprise’s mission  
o Intranet’s goals 
o Information management plans 
o Information culture  
o Information policies  
o Physical setting  
o Information staff  
o Information handling.  
 
 The enterprise mission should mention or describe the role that information 
plays within the enterprise and the contribution that the information services 
and resources make to achieve this mission. Articulation of the intranet’s goal 
should relate to the organisational purpose and reflect how it would help the 
enterprise to achieve its mission. Information management plans are the 
formal policies and standards the enterprise uses to structure control, 
coordination and roles in the management of information resources and 
services (Choo et al., 2000:118).  
 
As discussed in Chapter 3, the enterprise information culture is reflected in the 
attitudes and norms that the enterprise’s employees hold about issues related 
to the ownership and sharing of information. Information politics could 
obstruct the movement of information across departmental boundaries and can 
lead to unproductive information hoarding. The enterprise’s physical setting 
can also be a constraint. For example, an enterprise that is dispersed over 
multiple locations or has employees out in the field, would need to address 
issues such as information access and remote communications. Information 
services staff are often overlooked in the intranet design process. They could, 
however, bring valuable input to the design table because of their expertise 
and experience in this information-sharing arena.  
 
Rules and routines for the management of records and archives need to be set 
in place. These routines allow the enterprise to encode and transfer past 
lessons learned and present a record of enterprise actions (Choo et al., 
2000:119). 
 
• Information needs and uses: According the Choo et al. (2000:119) 
information only becomes valuable when it enables actions and information 
enables action only after it is given meaning and significance in the minds of 
humans. When designing an intranet as information infrastructure, it is 
important to understand who the major users are, what work they perform, and 
how they require, acquire and use information when doing this work. 
Demographic and non-demographic variables affect the information use 
 
patterns of an employee. Non-demographic attributes such as the users’ 
professional or work experience, social networks and attitudes towards 
innovation and risk taking are important variables. One needs to understand 
how users perceive their work-related problem situations, how they locate and 
obtain information and how they select from and make use of information to 
resolve their task problems at hand (Choo et al., 2000:120). Based on their 
perceptions of their work problem situations, employees seek and prefer 
information in ways that fit the specific situational problem dimensions. An 
analysis of the user’s problem situations can help to provide a rich 
representation of users’ information needs and it can establish the criteria by 
which users determine the value or helpfulness of the information they need.  
 
• Value-added processes: The above analysis of the enterprise’s information 
ecology and users’ information behaviours need to converge when designing 
an intranet. Intranet applications should be developed as value-added 
processes that extend the value of information to the enterprise and the users. 
Choo et al. (2000: 120-122), identify a number of value adding design 
approaches: 
 
o Intranet applications should be designed so that they directly support 
the information behavior of the users as they resolve their work-related 
problem situations. This requires an accurate and complete description 
of these information behaviors. These can be used as design 
parameters, which describe the type of information and form of 
information seeking and use practices that intranet applications can be 
designed to support.  
 
o Intranet applications and services should fit and improve the 
enterprise’s information ecology. Because properties of the ecology 
contribute to the achievement of the enterprise goals, these features 
may be enhanced and leveraged by applications and services on the 
intranet. Intranets could compensate for ecological obstacles such as 
geographically dispersed work units. 
 
 
o The enterprise intranet provides a unified information space where 
employees can access content - internal and external - engage in 
communication and collaborate with colleagues. Internal information 
may include current or historical data.  
 
o Intranets may also add value by facilitating the sharing, conversion and 
combined use of the organization’s tacit, explicit and cultural 
knowledge. For example they can create shared problem-solving 
spaces that could include electronic communication for finding and 
sharing tacit knowledge, access tools for searching or browsing codifie 
explicit knowledge and news feeds about developments in the 
enterprise community which reflect its cultural identity. 
 
o According to Choo et al. (2000:122), intranet applications and services 
could add value by supporting the enterprise’s sense making, 
knowledge creating and decision making processes. Intranets could 
provide a great number and diversity of information sources and points 
of view, thus enriching the sense making process. Since sense, 
knowledge and decision-making are all part of a network of 
information processes that enable feedback and innovation, intranet 
designers must build flexibility and openness into its infrastructure.  
 
Head (2000:36-42) identifies five guidelines to building or designing a user-friendly 
site. She compares the design principles for creating a usable intranet with those used 
in Web design. Her guidelines offer practical advice during the design process. 
 
• Guideline One: know your audience 
Intranets have very different audiences with different needs and expectations 
than do external Web sites (Head, 2000:36). Intranet users expect a site that is 
familiar, predictable, satisfying and straightforward. By contrast, an external 
Web site experience should be exciting, different, welcoming and engaging. 
Given the shared technology and the presence of firewalls, intranets inherently 
exist in a more contained environment than Web sites. Developers know that 
intranet users are homogeneous and that most work off a known browser, 
 
platform and in many cases network connection speed. This could make 
intranet design easier because there is less variability among users’ systems. 
However, there are some infrastructure differences that could affect design. If 
a company has global operations, network connection speed becomes an 
important variable. Slow network connection speed could be a significant 
design concern. To offset slow page loading, intranet guidelines should call 
for a design with simple graphics (see Guideline Four).  
 
Another issue is employee mobility. Employees often access intranets in the 
field or from a project site. They use either laptops or an increasing array of 
information appliances such as palmtops and WAP (Wireless Application 
Protocol) phones. Intranet pages need to be viewable and comprehensible (for 
example, taking scrolling factors and font size into account) when they load on 
small screens. A possible solution is to design for different resolutions by 
specifying HTML coding that automatically sizes a page, depending on the 
user’s screen size.  
 
Developers also need to view the shared behaviours among users (Head, 
2000:38). Intranet users are returning users, performing repetitive, work-
related tasks. Therefore the three main usability issues for intranet users are 
efficiency, memorability and error reduction.  
 
• Guideline Two: deliver work productivity 
Intranet users and developers generally agree that the common goal of their 
intranet is to improve employee productivity. To achieve this goal, detailed 
information about what users need to do frequently within the site should be 
collected and used at the start of the intranet design. Nielsen (2000: 279-280) 
identifies three infrastructure components that portal-style intranets should 
have: a directory to give users more control over content, a search feature for 
users to target all the pages the site is made up of, and current news about the 
enterprise and its employees.  
 
For Head (2000:38), the 80/20 rule applies to intranet and Web design. This 
assumes that 80 percent of the time, only 20 percent of the site is being used 
 
and the site should optimise this core content to create a user-centered site. 
Users should be given better and more efficient ways to carry out their daily 
work tasks. Internal data about the users’ task-based behaviors can usually be 
found in a variety of sources such as traffic logs, online surveys, focus groups 
and e-mail feedback forms. Informal usability testing could also provide a lot 
of contextual information about how users’ needs and expectations could drive 
the design. Through knowledge about the intended audience and further 
usability testing, one could deliver a focused tool, customised for specific 
tasks, that saves users time and extra steps in their daily work. 
 
• Guideline Three: emphasise breadth over depth 
Intranet and Web users have strong preferences about how they want their 
information presented (Head, 2000:40). In general, Web users look for sites 
with structure that makes more links and content available, The design 
advantages of such a broad, directory-type layout are that users can see the full 
scope of the site from the home page, while still having access to top-level 
sections of the hierarchy from the navigation bar. This type of design gives 
users more control over accessing the site’s content instead of drilling down 
level by level. The disadvantage is that overarching portal-style layouts could 
become too cluttered with choices. Head (2000:40) found that intranet users 
tolerate more content, links and choices than Web users. As Guideline One 
pointed out, usually intranet users are frequent users who return to the site for 
the same task. These users make a different investment in learning the 
company intranet. Consequently they would take the time to learn how the 
intranet is laid out, what content it has and how it works. Intranet users may 
find that the cost of their investment, namely time, is offset by what they get in 
return as valuable information. In a portal-style intranet, users could learn and 
retain the parts of the site that they will use repeatedly. This process of 
segregating irrelevant content and links often keeps users from being 
overwhelmed by too many choices.  
 
 
 
 
• Guideline Four: minimise the graphics 
Head (2000:41) suggests that graphical elements such as logos, icons, buttons 
and colour, should be used much more sparingly in intranets than in Internet 
sites. This is mainly because intranet users have strong preferences for speed 
and efficiency on the site. Quick loads are at the core of usable intranet design 
guidelines. Another issue is corporate branding on the intranet: supporting the 
needs for both speed and branding can be a challenge in intranet design. Head 
(2000:41) often found in her usability testing that users are turned off by fancy 
graphics on an information-based site of the company they already work for. 
On the one hand, most intranets need to be stripped down for increased speed. 
On the other hand, they need to communicate an identity from page to page 
and portray branding that makes the site distinct among the company’s other 
intranet sites. A fine balance needs to be kept between these elements.  
 
• Guideline Five: colloquial labeling could work 
Head (2000:42) comments that most enterprises with external Web sites are 
currently ‘localising’ their sites, in other words, they are translating the 
content of their sites into languages other than English to directly meet the 
needs of certain users. This translation is proving to be a time-consuming task, 
because the labels and words being translated still need to convey the right 
context, relevance and meaning to people from different cultures and 
countries. Because of a more defined audience or group of employees and the 
shared context of the workplace and work, intranet labels can be more specific 
and specialised than Web labels. Widely-used corporate acronyms that are 
familiar to both employees in and beyond the core group of users can be used. 
In other words, top-level acronyms that are widely acknowledged throughout 
the enterprise are acceptable as labels on intranets, especially when it comes to 
the crucial labeling of navigational buttons or links.  
  
To conclude, intranet design needs to be driven by a full appreciation of the enterprise 
and human processes that are being supported. The behavioural-ecological framework 
recognizes that information culture, politics and ecology are all components of the 
design environment. It helps to realise the promise that intranets could be a viable 
 
platform for supporting knowledge work, such as knowledge acquisition, creation, 
organization, sharing and use. Advances in usable intranet design lie in the greater 
emphasis companies are placing on knowledge management. As knowledge 
management continues to take hold, enterprises will need to promote usable intranet 
designs that move sites beyond the experimental stage, otherwise the sites will soon 
outlive their usefulness.  
 
In order to explain how these well-designed intranets could form part of a knowledge 
management system, the next paragraph will briefly define and discuss different 
technologies used for knowledge management and sharing.  
 
4.3 Technologies for knowledge management and knowledge sharing 
  
Throughout previous chapters it has been mentioned that it is the value added by 
people, context, experience and interpretation that transforms data and information 
into knowledge. It is the ability to capture and manage those human additions that 
makes IT suited to dealing with knowledge. It is clear that knowledge management is 
a multidimensional business process that blends the insight and expertise of people, 
highly collaborative work processes and broad access to the enterprise’s information 
stores into a cohesive, interconnected environment. Such an environment could call 
for a broad range of IT to enable all of these processes.  
 
A knowledge management solution requires a blend of multiple technologies. 
Computer hardware and software vendors promote a variety of products as tools for 
knowledge management. These include browsers, data warehouses, filters, intranets 
and software agents. Microsoft’s SharePoint Technologies, Verity, Documentum, 
Autonomy and Xerox’s DocuShare are only a few of the current document 
management products available. For the purpose of this study a general description 
and discussion on knowledge management technologies will be sufficient.  
 
Knowledge technologies deal mostly with text rather than numbers, and text in 
relatively unstructured forms, such as sentences, paragraphs and stories (Davenport & 
Prusak, 1998:129). These knowledge management technologies are more likely to be 
used in an interactive manner by their users. It is therefore important that information 
 
systems designed to support an enterprise’s knowledge management processes need to 
complement and enhance the knowledge management activities of individuals and the 
enterprise as a whole. To achieve this, the design of information systems should be 
rooted in and guided by an understanding of the nature and types of enterprise 
knowledge (Alavi & Leidner, 2001:115). Such an understanding is needed to 
formulate a knowledge management strategy and to analyse the role of IT in 
facilitating knowledge management. In the Information Systems (IS) field, it has been 
common to design systems primarily focused on codified knowledge (explicit 
knowledge). Management reporting systems, decision support systems and executive 
support systems have all focussed on the collection and dissemination of this 
knowledge type. Knowledge management systems may provide an opportunity to 
extend the scope of IT-based knowledge provision to include the different knowledge 
forms and types such as tacit and explicit knowledge.    
 
The goals of knowledge technologies are to take knowledge that exists in people’s 
heads and documents, and make it widely available throughout the enterprise. The 
focus of this study is on the human dimension of knowledge technologies. In other 
words, how people in organisations use them, and what difference they make to 
enterprise processes, structures and cultures.  
 
4.3.1 Defining knowledge management systems 
 
According to Alavi and Leidner (2001:114) knowledge management systems refer to 
a class of information systems applied to managing enterprise knowledge. In other 
words they are IT-based systems developed to support and enhance the enterprise 
processes of knowledge creation, storage/retrieval, transfer and application. While not 
all knowledge management initiatives involve implementation of IT, many knowledge 
management initiatives rely on IT as an important enabler. While IT does not apply to 
all knowledge management issues it can support knowledge management, for 
example, by assisting users to find an expert or a recorded source of knowledge using 
online directories and searching databases, to share knowledge and work together in 
virtual teams and to access previous project information. Some enterprises make use 
of virtual teams of employees located across the world, using e-mail, collaboration 
 
software applications such as Lotus Notes and supported by an enterprise intranet 
(White, 2001:27).  
 
After reviewing literature discussing applications of IT to enterprise knowledge 
management initiatives, Alavi and Leidner (2001:114) reveal three common 
applications:  
 
• Coding and sharing of best practice 
• Creation of corporate knowledge directories 
• Creation of knowledge networks. 
 
One of the most common applications is internal benchmarking with the aim of 
transferring internal best practices. Another common application of knowledge 
management systems is the creation of corporate directories, also referred to as the 
mapping of internal expertise. A third common application of knowledge 
management systems is the creation of knowledge networks, by bringing people 
together face-to-face and virtually to exchange and build their collective knowledge in 
their speciality areas. Providing online forums for communication and discussion may 
form knowledge networks. According to Tiwana (2000:81) the corporate intranet is an 
important building block of a knowledge management system that should not be seen 
as a stand-alone, full-suite knowledge management system. The corporate intranet 
should complement the enterprise knowledge management system. After briefly 
looking at the different aspects of knowledge management systems, the next section 
will focus on how the intranet can specifically be used as a shared information and 
knowledge workspace.  
 
4.4 Corporate intranets and knowledge sharing 
 
Previous sections in this study have identified intranets as key platforms for 
knowledge sharing. They can provide basic facilities such as resources for the support 
of personal work practices, for example time sheets and travel bookings. They enable 
the integration of key business applications and tools (Hall, 2001:139). More 
advanced intranets could provide resources that encourage knowledge creation, such 
as internal meeting areas for discussion groups and shared databases.  
 
 Because intranets provide the technical infrastructure, their business value relies on 
the content that they hold in terms of information resources and applications. 
Resources and facilities available on an intranet, like web document and discussion-
group archives, need to be capable of driving business benefits, in this case acting as 
surrogates for expertise. Some resources, such as conferencing software, can be 
bought off the shelf, but the internally produced resources must be sought from 
individuals and teams within the enterprise. The success of knowledge initiatives 
based on the development of shared intranet resources is therefore dependent on the 
willingness of employees to participate in the creation of common knowledge bases.  
 
Hall (2001:140) discusses what makes an intranet ‘input-friendly’, with particular 
emphasis on the use of incentives as determinants of participation in knowledge-
sharing activities and, as discussed in the previous section, the general intranet 
interface and design.  
 
As discussed in Paragraph 4.2.2, the design and layout of the intranet plays an 
important role in encouraging knowledge sharing. Factors such as convenience and 
perceived potential benefit are key to participation in knowledge management 
activities on an intranet platform. The ease of adding content to an intranet will 
depend on the interface it presents to potential contributors.  
 
Brown and Duguid (1998:105) argue that tools for knowledge sharing should be 
integrated into communities to match the level of formality operating in the work 
groups that they serve. Knowledge management technologies should not just focus on 
individuals and the explicit information that passes between them, but also on 
information derived from socially embedded, often more valuable and unique, know-
how of colleagues. People generally only buy into a new technology when it is 
marketed in terms that the potential user understands. Similarly, employees will not 
feel encouraged to provide content until they believe that it will be used. Nor will they 
use an intranet if it does not provide useful content. The ‘output-friendliness’ is thus 
important in determining the ‘input-friendliness’ of an enterprise intranet. If 
employees can be convinced of the usefulness of the end product, they will feel more 
motivated to use it and help it to develop.  
 
 Another way of convincing employees of the usefulness of the intranet is to use it as 
the sole platform for certain applications (Hall, 2001:141). This will motivate intranet 
development and end use since there is no other way of accessing these applications, 
such as time and expense sheets. Another example is in the case of systems created 
for sharing information on good practices where employees are expected to record 
their experiences online. Often really important and useful information for 
improvement is too complex to put online, so the solution could be to provide a 
pointer database that would allow users to identify potentially helpful individuals 
named on the system and encourage follow up off-line, in a face-to-face discussion.  
 
Much of the literature reviewed by Hall (2001:141) indicates that there are several 
broader issues to consider, such as the creation of enabling conditions for encouraging 
knowledge sharing, with particular emphasis on strategies to change employee 
behaviour. Certain environments could be more conducive to encouraging desirable 
behaviour. They are those that: 
 
• Make knowledge sharing a key responsibility of staff 
• Promote communities for knowledge sharing 
• Promote experimentation for knowledge sharing.  
 
The encouragement and formalisation of information-sharing activities can be 
generated through various activities: 
 
o Proactive training and project debriefings 
o Leading by example, which may comprise visible commitment and the 
punishment of those who do not follow 
o Mentoring and assisting of employees. 
 
Two other main responsibilities for individuals are the acquisition of expertise and its 
dissemination to the rest of the enterprise. Assigning specific responsibilities to 
employees is more likely to encourage knowledge sharing than simply expecting 
people to make contributions as part of a general team effort. 
 
 ‘Communities of Practice’ are driven by interested and passionate participants in their 
desire to share their expertise with fellow employees. Strong ties and social capital, 
such as shared norms, obligations, trust and identity within these groups, provide 
important environmental conditions for knowledge exchange (Hall, 2001:142). This 
ties in with the discussion in Chapter 3 about the knowledge sharing cultures within 
enterprises.  
 
Shared identity derives from individuals or teams having a common purpose. In this 
case they choose to commit themselves to the aspirations of the knowledge-based 
community and become an invaluable resource for the group. Participants understand 
that the viability of the community depends on their commitment to it. If no 
contributions are made, the community will not survive. However, each time that 
someone contributes to knowledge sharing, the outcome not only increases common 
knowledge but also trust between community members. As trust increases, more 
participants become willing to share and so further contributions will be made. A 
further incentive to contribute in a community is the expectation of stronger 
relationships with partners and access to higher-quality knowledge in future. 
 
According to Fahey and Prusak (1998:270), risk taking is very important to 
enterprises that hope to create new knowledge since distinctly new knowledge comes 
from experimenting. Enterprises are often constrained by established standardised 
approaches to collecting and structuring data and to transferring information. In these 
cases employees retreat into purely analytical modes of operating. Permission to 
experiment is therefore important and employees should be able to step out of their 
designated roles as they wish in the pursuit of new knowledge. To encourage intranet 
input, it should be emphasised that employees are allowed to experiment. The 
medium of an intranet is much more suited to this than other forms of enterprise 
communication. 
 
Choo et al. (2000:86) present an information-based model of how the intranet can 
help to cultivate enterprise knowledge and intelligence. Figure 7 illustrates the various 
components of the model: a content space to facilitate information access and 
retrieval, a communication space to negotiate collective understanding, interpretation 
 
and shared meaning, and a collaboration space to support co-operative work action. 
Using these shared information work spaces in intranet design may help employees to 
acquire, distribute, interpret, store and retrieve information in their daily tasks and 
support the way the enterprise learns. 
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Figure 6: The intranet as a shared information workspace (Choo et al., 2000:87) 
 
4.4.1 Intranets as content space 
 
As mentioned before, the platform-independent nature of the intranet provides the 
enterprise with access to a wide variety of information sources, such as databases and 
web file servers that could reside within or outside the enterprise. Users can search 
and browse these information sources directly from their desktops, which in turn can 
promote the acquisition and use of information in the enterprise. Choo et al. (2000:88) 
believe that by supporting the storage and retrieval of information from diverse 
information sources in a manner that is both convenient and easy to use, intranets can 
help the enterprise to enhance the knowledge base and provide a foundation from 
which to learn. In other words the intranet can serve as an enterprise memory, which 
allows the enterprise to store its knowledge for future use.   
 
 4.4.2 Intranets as communication spaces 
 
An intranet also needs to function as a communication space that provides channels 
that employees can use for conversation and negotiations. Information on the intranet 
is used as a base from which to engage in conversation with colleagues, to share 
interpretations and perspectives gained by the enterprise. Here, enterprise knowledge 
is seen as: “a fluid mix of framed experiences, values, contextual information, and 
expert insight that provides a framework for evaluating and incorporating new 
experiences and information. It originates in the minds of knowers” (Davenport & 
Prusak, 1998:5). Knowledge creation is thus viewed as an inherently social process, 
where people engage in dialogue to learn to make sense of each other’s interpretations 
and experience (Choo et al., 2000:89). Intranets can help to facilitate information 
distribution and information - interpretation, important elements in supporting how 
enterprises learn.  
 
4.4.3 Intranets as collaboration spaces 
 
Collaboration spaces imply that employees can utilise knowledge in their daily work. 
Intranets give employees the ability to coordinate the flow of information necessary 
for cooperation between various departments. To do this, intranets need to be 
designed to automate information workflows and coordinate work routines. Intranets 
could provide the necessary context for articulation work: tasks beyond those 
described by formal procedures which are used to coordinate general work activities, 
such as scheduling, organising, negotiating, making ad hoc decisions and recovering 
errors.  
 
To conclude, unless enterprise intranets are input-friendly, their value cannot be 
realised, particularly when the enterprise identifies the intranet as something more 
than a repository of corporate data. Input-friendliness is not limited to issues of 
interface design.  
 
Output friendliness is equally important in convincing employees to use the intranet 
and to contribute to its development. Enterprises could also try to create certain 
 
environments and conditions that enable and motivate knowledge sharing on their 
intranet. The shared information workspace model of Choo et al. provides a holistic 
understanding of the intranet as a shared space that facilitates information access and 
retrieval, the negotiation of collective interpretations and shared meanings and 
cooperative work action. This shared space can form the foundation for enterprise 
knowledge creation and sharing.  
 
4.5 Conclusion 
 
Throughout the chapter the corporate intranet has been shown to promote information 
seeking and knowledge work by functioning as IT infrastructure that stimulates and 
fosters enterprise knowledge sharing. Emphasis on information content and 
technology in intranet design needs to be balanced with a focus on the users, 
especially the behaviours, practices and contexts in which the information is utilised. 
By addressing the information needs, information behaviours and information ecology 
of the enterprise, intranet developers can create a richer intranet design with a flexible 
infrastructure that supports the creation and sharing of knowledge throughout the 
enterprise in view.  
 
In relation to the findings in Chapter 3, enterprises need to develop a strong intranet 
culture, where more attention is being paid to intranets as a reliable and valued source 
of work-related information. Intranet usage needs to be embedded into the enterprise’s 
general corporate and knowledge sharing culture. In section 3.5, factors contributing 
to a knowledge culture were discussed and after review of the different functionalities 
and features of the corporate intranet, it becomes clear that the intranet could be used 
as a platform or infrastructure to house these factors. The intranet should be seen as an 
essential part of the enterprise’s knowledge management system and should be 
designed to suit and enhance the enterprise knowledge sharing activities and culture. 
 
Taking note of the importance of the design process and factors will not suffice: the 
corporate intranet needs to be evaluated regularly to determine the strategic 
importance, current contribution as well as future potential to the knowledge sharing 
capability of the enterprise. In the next chapter the measurement and evaluation of the 
intranet will be discussed in terms of determining if an intranet has the necessary 
 
elements for enhancing a knowledge sharing culture. A detailed discussion on the 
importance of its evaluation and measurement could lead to the formulation of an 
intranet evaluation tool in the form of a questionnaire, by revisiting previous 
measurement tools compiled by other researchers, adding and building onto their 
suggested measures. This evaluation tool could be used to measure how an enterprise 
uses its corporate intranet as a possible knowledge-sharing tool. A questionnaire could 
be compiled that brings together the concepts of knowledge management, knowledge 
sharing cultures and intranet functionalities. The questionnaire could be tested and 
used in a business environment, evaluating how a management consulting business’s 
intranet succeeds, or otherwise, in enhancing the enterprise’s knowledge sharing 
culture.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
5 Measuring knowledge sharing on enterprise intranets 
 
5.1 Introduction 
 
Intranets are frequently promoted as a route towards the sharing of knowledge in 
enterprises. The integration of back-end systems, such as groupware, with intranets, 
enables an interactive approach.  Therefore, regular monitoring and evaluation should 
be part of managing enterprise intranets. Those responsible for intranets need to be 
proactive in determining how employees actually use information and knowledge in 
their day-to-day work activities. Intranets should not just contain ‘nice to have’ data 
and information, but rather vital knowledge that can be used for decision making 
(Stoddart, 2001:20). Experience demonstrates, however, that many intranets have 
been launched without clear objectives or strategy and have evolved in an ad hoc 
manner, resulting in systems with limited relevance (Stoddart, 2001:19).  
 
The previous chapter discussed how the corporate intranet could be used as an IT 
infrastructure to enable and enhance a knowledge sharing culture. The overall 
research problem asks: What are the enablers to implementing a knowledge sharing 
culture and can the corporate intranet be used as one of these enablers? In previous 
chapters, key enablers to implementing a knowledge sharing culture have been 
identified and discussed. General features of enterprise intranets such as its 
functionalities and design were discussed in relation to making knowledge sharing 
possible. The remainder of this study will focus on measuring knowledge sharing via 
enterprise intranets in order to answer the sub-problem: How can the corporate 
intranet be used to enhance a knowledge sharing culture in a business environment? 
The need for a measurement tool led to the compilation of a prototype questionnaire 
to measure the knowledge sharing capabilities of an enterprise intranet in a 
management consulting business environment. The questionnaire was adjusted after 
analysing the pilot results in order to ask the most relevant, clearly formulated 
questions. The questionnaire results were also used to analyse the current knowledge 
sharing culture in Gemini Consulting and the specific role the intranet plays as a 
possible knowledge sharing enabler. 
 
 5.2 Measurement tools for enterprise intranets and knowledge sharing 
 
5.2.1 Measuring knowledge sharing on enterprise intranets 
 
As mentioned in the introduction to this chapter, intranets need to be evaluated and 
measured from time to time to determine their current status and usefulness and to 
identify possible gaps or obstacles to their success. The value of an enterprise intranet 
for knowledge management is largely dependent on the calibre of content and tools 
that it provides to its users and its ultimate application in business operations (Hall, 
2001:139). While it is possible to provide examples of how to make an intranet input-
friendly in terms of its interface, as discussed in Chapter 4, Hall also identifies several 
broader issues, or enabling conditions, for encouraging knowledge sharing. Certain 
environments are believed to be more conducive to changing people’s behaviour, 
namely those that: 
 
• Make knowledge sharing a key responsibility of employees 
• Promote communities for knowledge sharing 
• Promote experimentation for knowledge sharing. 
 
Other than the above-mentioned enabling conditions, the enterprise culture, as 
discussed in Chapter 3, also plays an important role in creating a knowledge-friendly 
intranet. Related to enterprise culture is the important role that leadership plays in 
developing the corporate culture. Ndlela and Du Toit (2000:7) view people and 
culture as primary enablers of the success of knowledge management. Because people 
play such a key role, their incentives for knowledge sharing need to be monitored and 
adjusted regularly. Skyrme and Amidon (1997:287), as detailed in Chapter 3, identify 
the enterprise intranet as a lever of change, a mechanism that brings employees into 
contact with each other and then helps to turn this occurrence into a fruitful 
knowledge exchange. To be effective this, ‘environment’ needs to be complemented 
by the skills necessary to use the intranet effectively. The effectiveness of the intranet 
as a lever of change needs to measured by getting feedback from users of this 
‘connecting environment’. 
 
 
Another issue to keep in mind when evaluating and measuring intranets is how it 
supports or enhances the knowledge sharing process and enterprise learning. Choo, 
Detlor and Turnbull (2000:84) believe that intranets could provide enterprises with 
flexible, enabling IT infrastructures that support the growth of enterprise knowledge 
and intelligence. Their claim is based on the proposition that intranets can offer the 
enterprise the ability to access and share information throughout the enterprise. By 
helping employees acquire, distribute, interpret, store and retrieve information from 
both internal and external information sources, intranets could function as rich 
information-processing mediums that support and foster the way enterprises learn. 
Choo et al. (2000:84) describe four information-based processes associated with 
organisational learning: 
 
• Knowledge acquisition 
• Information distribution 
• Information interpretation 
• Enterprise memory. 
 
Intranets could help in each of these areas. In terms of knowledge acquisition, 
intranets could provide employees with search and browsing tools to find information 
stored in various locations both within and outside the enterprise. In information 
distribution, intranets could act as communication networks that cut across traditional 
hierarchical enterprise structures. In terms of information interpretation, intranets 
could support dialogue through the provision of chat groups and discussion forums. 
With respect to enterprise memory, intranets could serve as knowledge repositories 
housing information content from a variety of sources throughout the enterprise. By 
supporting these various processes, intranets could help facilitate the creation and 
exchange of knowledge in the enterprise (Choo et al., 2000:85). 
  
The next section will identify and evaluate existing intranet and knowledge 
management measurement tools in order to address the need for a tool that could 
combine intranet elements with knowledge sharing-related questions. 
 
 
 
5.2.2 Existing measurement tools and questionnaires 
 
The literature reviewed for this study revealed a small number of measurement tools 
in the form of questionnaires, focussing either on measuring the success of knowledge 
management in enterprises or on the successful development and use of the enterprise 
intranet. Most of these questionnaires include only a few questions regarding the 
sharing of enterprise information and knowledge and enterprise culture. None of the 
measurement tools reviewed focussed sufficiently on the features of the intranet as 
possible enabler and enhancer of enterprise knowledge sharing activities. The next 
section will review existing measurement tools that could include questions related to 
intranets and knowledge sharing. These questions assisted in creating a prototype 
structured interview questionnaire that focuses specifically on measuring the 
successful and unsuccessful enablers of knowledge sharing intranets.  
5.2.2.1 KOPE survey  
 
The KOPE survey has been developed by a working group of members of the Henley 
Knowledge Management Forum to allow enterprises to identify strengths and 
weaknesses in their own knowledge management practices and to benchmark these 
against those of other enterprises. Within this survey instrument, the Henley 
Knowledge Management Forum (2000:1) defined knowledge management as: ‘the 
explicit and systematic management of vital knowledge and its associated processes 
of creation, organisation, diffusion, use and exploitation’. The survey posts statements 
to which respondents rate their company on a scale from one to five regarding the 
following key aspects to knowledge management practices (the name ‘KOPE’ was 
derived from the first letter of the following key aspects): 
 
• Knowledge management strategy and links to the business strategy (K) 
• Organisational and cultural enablers (O) 
• Process enablers (P) 
• Enabling technologies (E). 
 
Each category is subdivided into dimensions, giving companies a system to identify 
strengths and weaknesses within their organisations. Although issues surrounding 
 
these KOPE categories have been covered throughout previous chapters of this study, 
the most relevant aspects of KOPE are the questions or statements surrounding 
organisational and cultural enablers and the knowledge management strategy 
statements. Statements used by KOPE around organisational and cultural enablers are 
covered in Chapter 3 and include issues such as management’s commitment to 
knowledge management, knowledge sharing cultures, performance management and 
reward systems as well as knowledge sharing training and development activities. The 
aspect of knowledge management strategy and business strategy was discussed in 
Chapter 2 and for the purposes of this study the questions about knowledge 
management strategy alignment to business strategy, future development plans and 
new ideas for knowledge management initiatives were incorporated into the structured 
interview. The intranet was discussed as possible process and knowledge sharing 
enabler in Chapter 4, but for the purposes of the questionnaire, no questions were 
deemed relevant. Although the KOPE survey has a section dedicated to ‘Enabling 
technologies’, the statements are very general knowledge management system and IT 
related, with only one statement concerning intranets, namely: ‘We have a well 
developed intranet accessible to all knowledge workers’.  
 
In general, the outline or structure of KOPE is very useful to this study. Important 
knowledge management-related issues are highlighted but there are not enough 
intranet-related questions, and other questionnaires needed to be consulted to answer 
this need. The statements extracted from KOPE had to be adjusted to incorporate the 
intranet as a possible enabler of knowledge sharing. 
5.2.2.2 Knowledge management assessment kit  
 
Tiwana’s knowledge management assessment kit (2000:479) brings together lists, 
questions, evaluation formats, diagnostic instruments and techniques to help 
enterprises with implementing a knowledge management program. Each user-editable 
form that is part of this kit could be customised and filled out with details specific to 
an enterprise knowledge management project. Tiwana (2000:101) suggests the 
following four phases that constitute the ‘Ten-step knowledge management roadmap’: 
 
 
• Infrastructural evaluation: Phase one consists of the first two steps: 
Analysis of the existing enterprise infrastructure and the alignment of 
knowledge management and business strategy. 
• Knowledge management system analysis, design and development: Phase 
two includes the next five steps. Step three involves the design of the 
knowledge management system and step four the audit of existing knowledge 
assets and systems. Step five calls for the design of the knowledge 
management team and step six, the creation of the knowledge management 
blueprint. The final step in phase two is the actual development of the 
knowledge management system. 
• Deployment: Phase three follows with step eight, which suggests 
deployment, using the results-driven incremental methodology and step nine, 
which suggests managing enterprise change, culture and reward structures.  
• Evaluation: The final phase concludes the ten-step knowledge management 
roadmap by putting in a step to evaluate performance, measuring the return 
on investment and as a result the refinement of the knowledge management 
system.  
 
For the purpose of this study the forms related to two steps of the ten-step knowledge 
management roadmap are most relevant. Phase one’s step two of aligning knowledge 
management with the enterprise strategy supports the discussion in Chapter 2 about 
ensuring that the knowledge management strategy fits the enterprise’s needs and goals 
and matches its strategic objectives. This was also a key aspect identified in the 
previous paragraph by the KOPE survey. Phase three’s step nine supports very much 
what was discussed in Chapter 3 about the influence of the enterprise culture, the role 
of leadership and reward systems as knowledge sharing enablers. Once again similar 
to the ‘organisational and cultural enablers’ listed by the KOPE survey. Tiwana 
(2000:110) argues that: ‘Encouraging use and gaining employee support requires 
integration of business processes with knowledge management system use, and new 
reward structures that motivate employees to use the system and contribute to its 
infusion, championing and training. Above all, it requires enthusiastic leadership that 
sets an example to follow.’ The most relevant questions around enterprise culture and 
reward structures from these forms was extracted, adjusted and integrated into the 
 
prototype structured interview. Although Tiwana has a dedicated section to 
‘Knowledge management system analysis, design and development’ it does not 
include intranet-related issues. As was the problem with the KOPE survey, there was 
only one intranet-related question: ‘Does your company have an intranet?’  
5.2.2.3 Intranet user survey  
 
Research undertaken by Curry and Stancich (2000:249) paid particular attention to 
common intranet problems and adding value. It presents a case study undertaken in 
1998 of a high-profile international engineering and construction company, 
demonstrating some of the pitfalls of intranet development and provides pointers as to 
how greater strategic value can be obtained. Reference was made to strategic IS 
planning in order to evaluate enterprise IS and intranet environments. Individual 
interviews were carried out as well as a company-wide online survey to elicit views 
on users’ expectations, opinions and main uses of the web. Curry and Stancich 
(2000:259), mention that in order to consider the strategic importance of an enterprise 
intranet, current and future potential contribution to the enterprise business strategy 
needs to be analysed. Performance indicators and best practice provide a useful 
starting point for evaluation. The performance indicators Curry and Stancich suggest 
are: 
 
• Importance and relevance of the intranet to users’ jobs in terms of the type of 
information provided by and about the department or project and the 
contribution of the intranet to departmental operations 
• Reliability and user-friendliness, which involve a number of elements. 
Questions to ask include: How up-to-date is the site? What is the proportion of 
broken/non-active links? How well is the site organised and is it easy to 
navigate? Are the format and content presentation relevant? Are new items 
properly identified or visible? Does it take too long to download pages? 
• Levels of web awareness in terms of frequency and type of web use, 
web/intranet skills, content contribution and training needs 
• Value add in terms of level of interactivity and availability of applications or 
tools and likely value contribution of the site from a strategic efficiency, 
effectiveness and competitive advantage perceptive.  
 
 All of the above performance indicators relate to key elements of designing an 
intranet as discussed in Chapter 4. These elements should enhance the knowledge 
sharing culture of the enterprise via the intranet. Questions related to the above-
mentioned elements were used in Curry and Stancich’s intranet user survey. 
Questions regarding frequency, purpose and efficiency of intranet usage were 
specifically related to and used in the prototype structured interview. These questions 
were adjusted to incorporate intranet knowledge sharing issues to make the 
questionnaire more relevant to this study. 
5.2.2.4 Intranet benchmarking and business value  
 
A study sponsored by Cap Gemini into best practice in building business intranets and 
approaches to benchmarking and measuring value added by enterprise intranets was 
conducted by the Knowledge Development Centre of the Cranfield University in 1999 
(Smith & Newman, 1999: 1). The study also investigated the performance of business 
intranets, with a view to building a benchmarking method and model for quantifying 
the effectiveness of an enterprise intranet and to providing an objective basis for 
comparison between enterprise intranets. It reflects the rapid growth of the intranet as 
a business tool and the corresponding need to develop management processes for its 
design, implementation and growth. The survey led to the formulation of an Intranet 
Maturity Model (IMM), which could enable businesses to analyse the growth, impact 
and development of their intranet.  
 
Using the model, it becomes possible to evaluate the success of the enterprise intranet 
at any given moment and to identify points at which new tools and techniques should 
be introduced to ensure continued success (Smith & Newman, 1999:5). The model 
and the associated measurement system could be of practical value in re-shaping 
behaviours and developing a rational basis for decisions, thus supporting planned 
investment in the intranet as opposed to ad hoc growth. It could also assist in 
evaluating best practice comparisons, which are becoming an increasingly popular 
form of practical knowledge exchange.  
 
 
The scoring system takes into account all aspects of successfully integrating an 
intranet into the enterprise and consolidates these down to a single numeric value, 
facilitating comparisons. With the maturity model providing the reference point, the 
results provide both an easy-to-understand overview of how intranets evolve, and 
when key transitions should take place in order to maximise benefits. This is 
expressed in the form of intranet generations (Post-it, Use-it, Sell-it) (Smith & 
Newman, 1999:6). The approach adopted was based on interviews to assess the 
richness of intranet features: the interview team used a tick sheet structured with 
functionality corresponding to the generations identified, indexed against levels of 
development from concept through to online availability. In the Post-it (publish and 
publicise) generation, ‘look-up’ functions such as ‘Yellow Pages’ or internal phone 
books were assessed. Within the Use-it (feedback, transact and interact) generation, 
indications of interaction facilitated via the intranet were being sought. To assess how 
well the intranet supports core business functions in the Sell-it (customer and supplier 
involvement) generation, features were looked for to provide an insight into customer 
and supplier interaction. Within each generation, each feature was assessed on the 
extent to which intranet implementation was complete (Smith & Newman, 1999:9-
11). The most relevant generation to the structured interview of this study is the Use-it 
generation. Indications of interaction facilitated via the intranet were sought. 
Interviewees were asked to indicate which intranet features they use for day-to-day 
work activities. The Post-it and Sell-It generations are not relevant to this study. 
 
The structured interview questionnaire used by Smith and Newman focussed on the 
intranet lifecycle stages of design, implementation, management and development. 
The five key sections included: 
 
• General overview of the enterprise and its intranet: The questions covered a 
brief introduction to the enterprise, the interviewee and their involvement in 
the intranet project, why the intranet was implemented and how long it has 
been in place.  
• Intranet design methodology: Questions covered how the intranet system 
technology was chosen and what it comprised, who was involved in the design 
 
of the intranet and what activities are conducted on the intranet, what is not 
conducted on the intranet and any future plans. 
• Intranet implementation methodology: Who took part in the implementation of 
the intranet and what time constraints were imposed, training for current 
employees and induction for new employees.  
• Intranet management methodology: Who was included in the intranet 
maintenance team, intranet benefits and issues, how the success of the intranet 
is being measured, intranet security, rules and utilisation.  
• Intranet development methodology: Original objectives and expectations, 
feedback and improvement areas, contribution of the intranet to business 
performance and organisation strategy, organisational culture and way of 
working, lessons learned, barriers to development and future plans for the 
intranet. 
 
For Smith and Newman (1999:22), the IMM provides a benchmarking tool with 
which intranet investment can be assessed. The research has established benchmark 
threshold values for scores to help locate the enterprise within the model. The 
advantage of such a model is that enterprises know where they are, where to go next 
and when to stop. Benchmarking is also possible through the collection of intranet 
best practices revealed by the lifecycle approach. These best practices correlate with 
high scores within the IMM and with good foundation knowledge management 
disciplines, and help to shape expectations around behaviours that support successful 
intranet performance (Smith & Newman, 1999:22). This statement confirms what has 
previously been said in Chapter 4 about combining good intranet design, 
implementation and intranet management principles with knowledge management 
principles for sound enterprise knowledge sharing. 
 
Smith and Newman’s structured interview questionnaire proved to be useful in 
satisfying the need for intranet implementation, management and development 
questions. For example, under implementation the issues about training employees on 
the use of the intranet are mentioned. In the intranet management section, intranet 
benefits and issues are identified and interviewees are asked how the success of the 
intranet is being measured. The intranet development section questions the 
 
contribution of the intranet to business performance and the enterprise strategy. 
Interviewees are also asked to identify barriers to development. Several of these 
questions were interpreted and adjusted to fit the scope of the structured interview of 
this study. 
5.2.2.5 Intranet questionnaire  
 
Stoddart (2001:20) emphasises that effective intranets include up-to-date, relevant 
content, are based on reliable and agile technology, and receive active support from 
senior management. The context of the intranet also needs to be managed. Thus, the 
system needs to be flexible to permit users to access content in an interactive 
approach that is tailored for each individual user. In other words, a single user 
interface that leads to content located anywhere, created from any application or 
platform. Users could find what they are looking for with a single search, wherever 
the target might reside.  
 
With the above comments in mind, Stoddart’s (2001:28) used an intranet survey to 
examine the perceptions of managers in a sample of institutions, hypothesising that 
there would be significant differences in the management of intranets among the types 
of enterprises. The survey explored the views of managers on the benefits of intranets 
and their effectiveness for knowledge sharing, based on a number of critical success 
factors which were determined after reviewing literature and discussions with 
knowledge management experts and intranet practitioners. The success factors 
identified included: 
 
• Frequency of use 
• Management and coordination of intranets 
• Policy on common approach 
• Promotion of knowledge sharing 
• Usefulness 
• Benefits 
• Improvements to effectiveness. 
 
 
Stoddart’s survey demonstrated that despite the availability of sophisticated 
technology and networking techniques, there were no significant differences in what 
these organisations were achieving through the use of intranets concerning knowledge 
sharing. Of the different questionnaires and surveys discussed, only Stoddart’s 
questionnaire relates the management of intranets to encouraging knowledge sharing. 
Questions used by Stoddart already feature in previous measurement tools and 
questionnaires discussed in this chapter. 
 
5.3 Research methodology 
 
5.3.1 Introduction 
 
In Paragraph 1.3, the initial research problem for this study included the following 
sub-problem: how can the corporate intranet be used to enhance knowledge 
management and more specifically as a tool to enhance a knowledge sharing culture? 
And how is the corporate intranet used to enhance a knowledge sharing culture in a 
business environment? Throughout the study and especially the previous paragraphs, 
the need has been identified for specific intranet-related knowledge sharing questions 
or measures. This called for a prototype questionnaire to be compiled, tested and 
adjusted for future research and use.  
 
To answer the final sub-problem, a practical example is required. Knowledge 
management has different implications for different businesses in different contexts. 
The management consulting industry is a good example because its core product is 
knowledge itself. Management consultants were among the first businesses to pay 
attention to and make significant investments in the management of knowledge. They 
were also among the first to aggressively explore the use of IT to capture and 
disseminate knowledge.  
 
This researcher used Gemini Consulting South Africa as an example of a local 
management consulting business environment to test the evaluation mechanism and to 
determine if the corporate intranet serves as a knowledge sharing enabler or perhaps 
even a barrier.  
 
 
It is important to note that Gemini Consulting South Africa employees have access to 
two different company intranets. Firstly, they have access to the global intranet for all 
Cap Gemini Ernst & Young employees, called K!New. Secondly, the South Africa 
practice also has its own intranet called K!Local. For the purpose of this study the 
questionnaire is focussed on determining the success of knowledge sharing activities 
on the local intranet, or K!Local.  
 
5.3.2 Designing the prototype questionnaire 
 
As mentioned before, certain questions or elements from the previously discussed 
questionnaires or surveys are related to this study and therefore used in the prototype 
structured questionnaires. In other words, the questionnaire was developed based on 
key factors identified throughout this study as well as factors identified by other 
researchers as discussed in Paragraph 5.2.2. The overall purpose of the questionnaire 
was to develop a measurement tool combining knowledge management issues with an 
enterprise intranet as a possible enhancer and enabler of enterprise knowledge 
sharing. Most of the questions used from other measurement tools and questionnaires 
had to be rephrased to incorporate knowledge sharing via enterprise intranets.  
 
Part 1 of the prototype questionnaire requested biographic details of the participant 
completing the questionnaire. Questions were customised to the needs of Gemini 
Consulting and the level of detail requested may vary from company to company. 
 
Choo et al.’s (2000:87) information-based model of how an enterprise intranet could 
help to cultivate enterprise knowledge, as presented in Chapter 4, has the following 
components: 
 
• Content space: facilitates information access and retrieval 
• Communication space: to negotiate collective understanding and shared meaning 
• Collaboration space: supports cooperative work action. 
 
This shared space could be the foundation for enterprise knowledge creation and 
knowledge sharing. As mentioned before, intranets need to be assessed from time to 
time to ascertain if they are meeting these knowledge sharing requirements. Part 2 of 
 
the prototype questionnaire evaluates the enterprise intranet as an enabling 
technology. Questions used from existing measurement tools and questionnaires 
included questions from Curry and Stancich (Paragraph 5.2.2.3), Smith and Newman 
(Paragraph 5.2.2.4) and Stoddart (Paragraph 5.2.2.5). 
 
As mentioned in Chapter 3, Skyrme and Amidon (1997:261) identified factors 
contributing to a knowledge culture. They are:  
 
• Organisational enablers: leadership, structures and enterprise culture 
• Levers of change: mechanisms facilitating communication and collaboration, HR 
policies 
• Foundations for capabilities: programmes for continuous learning and learning 
from past experience. 
 
To ensure that an enterprise intranet is considering these factors in implementation, 
questions relating to the success of these factors need to be asked. For this reason, 
Part 3 of the prototype questionnaire focussed on organisational and cultural enablers 
in the intranet environment. Questions asked ranged from leadership’s intranet 
support and involvement to HR policies on reward and recognition for employees 
sharing knowledge on the intranet. Questions relating to training and learning via the 
intranet also need to be asked. Questions used in Part 3 came mostly from the KOPE 
survey (Paragraph 5.2.2.1), Tiwana’s knowledge management assessment kit 
(Paragraph 5.2.2.2) and Stoddart’s general intranet questionnaire (Paragraph 5.2.2.5). 
 
Part 4 of the prototype questionnaire highlights and tests the importance of a 
knowledge management strategy as well as an intranet development strategy for an 
enterprise. Questions were extracted from the KOPE survey (Paragraph 5.2.2.1) and 
Tiwana’s knowledge management assessment kit (Paragraph 5.2.2.2). 
 
Since the questionnaire needed to be tested in a business environment, the prototype 
questionnaire was tested on six Gemini employees. An interview was also conducted 
with four individuals for feedback on the structure and content of the questionnaire. 
The prototype questionnaire results and comments solicited from respondents during 
the interview helped with the reformulation and adjustment of certain questions in the 
 
questionnaire in order to make it more clear and useful as a tool to measure 
knowledge sharing on an enterprise intranet. Once the necessary changes were made 
to the prototype questionnaire, the final draft was published on the Gemini Consulting 
intranet (see Appendix). 
 
5.3.3 Sample design and sampling method 
ost Gemini Consulting employees have access to the corporate intranet, provided 
 
M
that they are connected to the company’s network. Overall, 38 staff members of a 
total of 66 (58%) had access to the intranet. It is important to note that consulting staff 
are often on client sites and working on client networks. At the time that the 
questionnaire was posted, 8 employees were off-site and had no access to the intranet. 
Unfortunately, they were not able to participate in the survey. From the total of 30 
staff members able to participate, a total of 19 completed questionnaires were 
returned, which means a 63% response rate. A number of factors contributed to the 
low reaction rate: for example, consultants on remote sites did not have access to the 
intranet; some experienced technology problems with submitting the completed 
questionnaires and some had problems with the questionnaire itself - respondents 
complained that it was too long, sometimes irrelevant. Parts 1 through 3 were 
accessible to all who completed the questionnaire on the intranet. However, Part 4 of 
the questionnaire, which highlighted and tested the knowledge management strategy 
and an intranet development strategy, was only accessible to the 6 members of 
Gemini’s Intranet/Internet Forum. The reason for this is that general users will not 
have answers to the questions asked in Part 4, which were more relevant to members 
on the Intranet/Internet Forum, since the Forum meets regularly to discuss 
development, progress made and new ideas for both the Gemini intranet and Gemini 
Internet sites. Results from the questionnaires were processed into a spreadsheet and 
for a more visual presentation of the questionnaire results, statistical graphics were 
added. 
 
 
  
5.3.4 Data collection method 
 
The decision was taken to publish the questionnaire on the intranet rather than 
sending it out via e-mail or on paper because it also presented the opportunity to test 
employees’ usage of the intranet. The aim was to collect information on the views of 
employees concerning the effectiveness of their enterprise intranet for knowledge 
sharing. The questionnaire aimed to capture views on employees’ expectations, 
opinions and main uses of the intranet for knowledge sharing activities. It took 
respondents between 15 and 20 minutes to complete the questionnaire. To allow for 
more qualitative issues, open questions were included in the questionnaire in order to 
give employees an opportunity to express their opinions more easily. The 
questionnaire consisted of 12 open-ended questions and 42 closed or ‘select the 
relevant radio button’-type questions. 
 
The questionnaire was kept on the Gemini intranet for a month. An initial e-mail 
message was sent out to all employees to inform them of the questionnaire, where to 
find it ( a link was provided to the actual questionnaire), how it was to be completed 
and by when. Several reminder e-mails followed as well as the announcement of a 
prize to be awarded to a participant whose name was drawn in a lucky draw. The 
purpose of this incentive was to prompt users to complete the questionnaire before the 
cut-off date and to encourage participation. Within the Gemini culture, financial 
incentives are customary, and the response rate immediately improved after the 
announcement was made. Other publicity media were also used to create awareness of 
the questionnaire within the enterprise. A brief note was posted on the Gemini 
Consulting intranet homepage in that particular month’s corporate newsletter, called  
‘Communiqué’.  
 
5.4 Analysis of results 
 
5.4.1 Introduction 
 
The research results of this study should answer the sub-problems of how the 
corporate intranet could be used to enhance knowledge management and a knowledge 
 
sharing culture and how the corporate intranet could be used to enhance a knowledge 
sharing culture in a business environment. The questionnaire was designed to find 
answers to these issues. Results should thus have a dual focus: discussion of the 
above-mentioned sub-problems in the light of findings from the Gemini intranet 
environment but also comment on possible changes and adjustments to the prototype 
version of the questionnaire in order to make the questionnaire more relevant to other 
companies that could use the questionnaire in future, while also leaving room for 
adjustment to unique enterprise environments. The purpose of the questionnaire was 
to determine the current state of intranet usage for knowledge sharing activities within 
Gemini Consulting. The questionnaire provided a structure for general issues and 
areas that need to be included in such a questionnaire. 
 
In the following sections, feedback will be given on the adjustments and 
improvements made to the prototype questionnaire (see the final version of the 
questionnaire in Appendix), resulting from the responses submitted by Gemini 
employees. The knowledge sharing culture findings were also discussed and 
recommendations were made on how enterprises could improve their knowledge 
sharing cultures. 
 
5.4.2 Part 1: Biographic detail 
 
In general, the biographic section of the questionnaire should be adjusted to include 
questions relevant to the enterprise using the questionnaire. The type of biographic 
questions will vary from company to company and should fit the general purpose and 
focus of the questionnaire. The level of detail should depend on the depth of analysis 
the enterprise or researcher would like to achieve. The biographic details in this 
survey profiled Gemini Consulting employees by age, level, experience and 
department.  The following biographic details was recorded as relevant to the Gemini 
Consulting environment: 
 
  
 
 
 Number of respondents Percentage 
Female 10 52.6 
Male 9 47.4 
Total 19 100 
 
Table 1: Gender 
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Figure 10: Level within enterprise 
 
5.4.3 Part 2: The intranet as knowledge sharing enabling technology 
 
This section of the questionnaire was the most detailed and enterprises or researchers 
using the questionnaire need to decide beforehand if all questions are relevant to their 
specific business environment. Part 2 featured nine open questions, but researchers 
using the questionnaire could insert more free-text boxes for comments, should they 
require specific feedback from respondents. Graphic representation of the 
questionnaire results and summaries of the open question responses follow and finally 
some general recommendations (see Paragraph 5.4.3.1) are given on how to improve 
an enterprise’s knowledge sharing culture and intranet to make it a true knowledge 
sharing enabler. 
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Figure 11: Frequency of sharing knowledge via the intranet 
 
Questions 6 to 8 covered the frequency of employees sharing their knowledge via 
their intranet (see Figure 11). As displayed in the figure, the responses were mostly 
‘Seldom’ and ‘Never’, which makes the rest of the questionnaire important for 
determining the reasons why employees do not share their knowledge frequently. 
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Figure 12: Frequency in using Gemini’s intranet for work-related tasks 
 
 Question 9 also focuses on the frequency of usage and the results show the highest 
score in ‘Weekly’ usage. Ideally, all employees should use the intranet for daily 
activities.  
 
Question 10 was the first open question, asking: ‘What improvements do you believe 
could be made to the intranet to make knowledge sharing easier for daily work?’ 
Responses ranged from suggestions to improve the intranet functionality by making it 
more like a portal environment, to requests that users should be able to customise the 
view of the intranet to what they want to see. Respondents said that using the intranet 
should be part of everyday processes and not an additional task, and it should be a 
central location for finding useful material such as case studies, proposal templates, 
industry research and marketing collateral.  
 
As a result of the responses received by Gemini respondents, the wording of some of 
the questions, for example questions 11 to 13 of the final questionnaire, was changed 
to make the questions more understandable to respondents.  
 
Question 11 was changed to ‘What improvements could be made to the intranet to 
make knowledge sharing easier for employees on client projects?’ There seemed to be 
a common concern from the respondents about the lack of remote connectivity and 
accessibility to the intranet for employees on out-of-town projects. They also 
suggested that each project team have their own intranet site where employees on 
projects could share information about the project with each other and with the rest of 
the practice. Past project documentation for reference purposes should also be made 
available. In Paragraph 5.4.3.1, suggestions were made as to how to encourage these 
project sites. 
 
Question 12 was ‘What improvements could be made to the intranet to make 
knowledge sharing of Gemini company information easier?’ Employees mentioned 
features such as Communities of Practice as a possible solution to sharing knowledge 
more often and more effectively. They also mentioned that more employees should be 
able to publish directly to the intranet. 
 
 
‘What improvements could be made to the intranet to make knowledge sharing of 
departmental information easier?’ Employees responded that all departments, not just 
Finance, Human Resources and the Knowledge Centre, should organise their work 
and information through customised intranet pages. Notification e-mails should be 
sent to all relevant team members if new information is added to a site. One 
respondent even suggested that departments should be rated and monitored regularly 
on their intranet page activity and success. Departments should take ownership of 
these intranet sites.  
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Figure 13: Ease of locating information relevant to work on the intranet 
 
Question 14 indicated that more work needed to be done to make work-related 
information easier to locate, since the majority of employees found information 
‘Easily’ and ‘With some difficulty’. This could imply that the layout and structure of 
the intranet do not make sense to employees or that work-related information is 
simply not available on the intranet.  
 
Question 15 related to Question 14, asked: ‘If you experience difficulty in locating 
information on the intranet, kindly indicate the reasons why you believe this is so’ 
Some of the reasons mentioned are that there is no standard format to label and 
categorise knowledge on the intranet. Gemini’s document management system, Media 
 
Management System (MMS), had a number of limitations and some employees 
believed more training and awareness were needed to communicate what is available 
on the intranet. A specific problem with MMS was the poor capture of meta-data. 
This is sometimes not the problem of the system itself but the person submitting 
information. Employees sometimes leave fields blank and use titles of documents as 
keywords. Better training on how to categorise knowledge and information could 
improve the submission process. The same applies to using the intranet search engine. 
Employees were not always sure which search terms or operators to use.  
 
 Number of respondents Percentage 
No 11 57.9 
Yes 8 42.1 
Total 19 100 
 
 Table 2: Knowledge submitted via the intranet in the last 12 months 
 
The response to Question 16: ‘Have you submitted knowledge via the intranet in the 
last 12 months?’ was almost equivocal. Twelve months is a long time, and one would 
hope that more employees would contribute their knowledge and experience within a 
year. The follow-up questions did cover possible reasons why employees did or did 
not submit knowledge via the intranet. If they answered ‘Yes’ in Question 16, 
respondents had to continue with questions 17 to 21. Changes were made to questions 
17 to 22 of the final questionnaire: instructions surrounding these questions were not 
sufficiently clear to respondents in the prototype questionnaire. Respondents were not 
sure where to continue in the questionnaire.  It was important to note the number of 
‘Not answered’ replies in questions 17 to 22, since it reflects the respondents who 
answered ‘No’ to Question 16.  
 
In Question 17, respondents had to specify how easy it was to submit knowledge. The 
results reflected in Figure 14 show that the majority found the submission process 
easy but for four of the respondents, the process was handled with difficulty.   
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Figure 14: Ease of contributing knowledge via the intranet 
 
Question 18 asked: ‘How do you submit items via the intranet (mark one option 
only)?’ Figure 15 shows that most employees submitted ‘Both directly and via the 
webmaster’. Ideally, all employees should have the right training, sufficient tools and 
the right level of access to be able to submit knowledge at any time. 
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Figure 15: Knowledge submission process via the intranet 
 
 
Next, employees were asked ‘How often do you submit knowledge directly via the 
intranet?’ The majority selected ‘Seldom (less than once a month)’. Once again it 
would be ideal if employees submitted knowledge directly on a daily basis. 
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Figure 16: Frequency of knowledge submission directly via the intranet 
 
To the open Question 20 of: ‘What type of knowledge do you submit?’ the replies 
included: 
 
• Documents to Media Management System (MMS) 
• Content and reference information 
• Project and Communiqué Newsletter information 
• Links to toolkits and reference material on MMS. 
 
Question 21 asked: ‘To what extent are the tools for publishing directly on the intranet 
adequate for your needs?’ As Figure 17 reflects, most employees found the tools 
‘Somewhat inadequate’. The high number of ‘Not answered’ replies relates to the 
number of ‘No’ replies to Question 16. Suggestions were made in Paragraph 5.4.3.1 
on how to improve this element of the tool. 
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Figure 17: Tool adequacy for direct submissions via the intranet 
 
Question 22 was directed at employees who answered ‘No’ to Question 16 about 
knowledge submissions via the intranet in the past twelve months. ‘If you do not 
contribute knowledge on the intranet, would you like to contribute knowledge via the 
intranet?’ Table 3 showed that the majority of employees would like to be able to 
contribute knowledge via the intranet. Employees should realise the value that they 
could add to the enterprise, but as mentioned in Paragraph 5.4.3.1, employees must be 
motivated in various ways to make contributions. 
  
 Number of respondents Percentage 
Not Answered 3 15.8 
No 2 10.5 
Yes 14 73.7 
Total 19 100 
 
Table 3: Employees would like to submit information via the intranet 
 
Question 23 was another open question, asking: ‘Please state briefly why you don’t 
submit knowledge via the intranet?’ Some employees mentioned that they do not 
know how to submit directly and others said that it was time-consuming and therefore 
 
easier to get the webmaster to submit documents. As mentioned in the 
recommendations, these issues could be resolved through proper training and having 
the right tools in place for the novice as well as the more experienced users. 
 
Question 24: ’To what extent does using the intranet help to improve your 
productivity?’ had a discouraging ‘To a small extent’ majority. But there were mixed 
opinions: there was one response to ‘To a large extent’ and one response to ‘To no 
extent’. It is important to note that different employees use the intranet for different 
reasons and until all daily tasks are facilitated through the intranet, users will not feel 
the difference in their productivity. 
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Figure 18: Extent to which using the intranet helps to improve employee productivity 
 
The next question asked employees to: ‘Kindly justify your answer in Question 24’. 
Positive opinions included: 
 
• Information is more easily available 
• Reduction in work duplication 
• Time and expense sheets could be submitted online: an electronic process is 
faster than manual or paper submissions. 
 
 Some negative issues mentioned by respondents: 
 
• More development and added functionality were needed to make employees 
more productive in core tasks 
• Some important information or documents were missing. Employees save 
documents to computer hard drives instead of sharing them with everybody 
via the intranet. 
 
After a review of the questionnaire results, the next question was moved from Part 4 
to Part 2 of the final questionnaire because it could help researchers to determine if 
the intranet is a knowledge sharing enabler or not. The question was relevant to all 
Gemini employees and not just to the Gemini Intranet/Internet Forum. The question 
was: ‘To what extent does the intranet make a contribution to the performance of your 
department or unit?’ It is important to note that the number of respondents to this 
question was only 6, since Part 4 was only sent to 6 employees (see Paragraph 5.3.3). 
It was encouraging to find that they selected ‘To a large’ and ‘To a moderate’ extent. 
 
 Number of respondents Percentage 
To a large extent 2 33.3 
To a moderate extent 4 66.7 
Total 6 100 
 
Table 4: Extent to which the intranet makes a contribution to the performance of a department 
or unit 
 
Question 27, asked: ‘What benefits do you think Gemini could realise if it improved 
the ways it organises and re-uses existing skills and experience on the intranet?’ All 
the responses to this open question recognised the value that the intranet could add to 
the reuse of skills and experience. Benefits mentioned included: 
 
• The intranet could facilitate an unbiased process of staffing projects 
• The intranet facilitates more effective knowledge sharing. Increased 
understanding of skills and experience within the practice 
 
• Reference documents for proposals and new projects were available on the 
intranet 
• If it were compulsory for employees to publish key learnings, case studies and 
project history on the intranet on completion of a project, they would feel 
confident that the most recent knowledge is available 
• Productivity would improve. 
 
Enterprises using this questionnaire could also make changes to questions 28 to 32, 
given that the intranet features examined should be relevant to their intranet, and 
different terms or names for the tools mentioned in this questionnaire could exist.   
 
Figure 19 summarises the results of questions 28 to 32. The majority answered 
‘Seldom (less than once a month)’. The Communities of Practice facility is available 
on their global intranet (K!New) and users might need to be trained on how to access 
it and how to use these tools, since most said that they seldom use it. Two respondents 
did not answer the question, which could mean that they do not understand the 
concept. The same applies to the White Pages. The fact that only a small number of 
employees use the intranet search engine could imply that they do not know how to 
use it or that it is not efficient and users therefore do not want to use it.  
 
The electronic time and expense sheet system was recently launched on the intranet 
and the ‘Seldom’ response for workflow processes should change to ‘Weekly’ in the 
near future.  
 
To the question about usage of scenario planning tools, the response was mostly 
‘Seldom’ and the fact that some employees did not respond could imply that the 
Gemini Intranet/Internet Forum needs to investigate the plausibility of such a feature 
because it is not currently being used. 
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Figure 19: Usage of various intranet features for work activities 
 
In questions 33 and 34, an extra option of ‘Not Sure’ was added to the final 
questionnaire, seeing that some respondents did not respond because they might not 
know the answer to these questions. Question 33: ‘Is the success of knowledge 
sharing via the Gemini intranet being measured?’, showed that there was uncertainty 
among employees about measurement. The Gemini Intranet/Internet Forum needs to 
communicate and implement the measurement of knowledge sharing via the intranet 
across all levels and departments (see Paragraph 5.4.3.1 for more recommendations).  
 
 Number of respondents Percentage 
Not Answered 2 10.5 
No 12 63.2 
Yes 5 26.3 
Total 19 100 
 
Table 5: Measurement of success of knowledge sharing via the Gemini intranet 
 
Employees who answered ‘Yes’ to Question 33 were asked to identify the methods 
that were being used. The majority of respondents did not answer the question, which 
could mean that they did not know which methods were used. For this reason a ‘Don’t 
 
know which methods are used’ option was added to the final questionnaire. A small 
number of employees were aware of the tracking of intranet usage figures. Ideally, the 
most important measure should be the tracking of knowledge contributions via the 
intranet. 
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Figure 20: Methods being used to measure knowledge sharing via the Gemini intranet 
 
5.4.3.1 Recommendations to Part 2 
 
As mentioned in Paragraph 4.4, intranets designed to support an enterprise’s 
knowledge management processes need to complement and enhance the knowledge 
management activities of individuals and the enterprise as a whole. There are a 
number of indicators showing that the Gemini intranet was not being utilised as a 
knowledge sharing enabling technology. Part 2 of the questionnaire helped to identify 
the intranet functionality problem areas. The responses to the questions regarding 
frequency of intranet use for knowledge sharing showed that there was a general lack 
of knowledge sharing activity within Gemini Consulting. There were a number of 
reasons for this lack of activity.  Replies to some of the open questions highlighted 
key issues and frustrations with using the intranet for knowledge sharing. Replies 
from respondents often offered solutions to the key issues. This researcher used these 
 
solutions combined with suggestions from the literature used in the study to come up 
with the following recommendations: 
 
• Problems with remote connectivity to the intranet were a major concern and the 
Gemini Intranet/Internet Forum or the leadership team should make an investment 
decision to resolve the technical problem. If the enterprise wants to measure 
individuals and departments fairly, everybody should have easy access to the site 
at any time, from any location across the country. If all work-related tasks are to 
be executed from within the intranet, access should be seamless. Users will also 
then be more willing to return to the site. 
 
• There should be enough useful information on the intranet for users to want to 
return to the intranet. This could enhance productivity, and showing an example of 
a reduction in work duplication could convince users and leadership of the 
possibilities. Another recommendation is to conduct an information/knowledge 
audit to identify the most important knowledge and information sources. Once 
these sources are identified and located, there should be an enterprise-wide project 
to make these items available via the intranet. 
 
• A need was identified for more enhanced intranet functionality. A possible 
solution could be a portal environment that allows users or departments to 
customise the look and feel and content of the intranet. 
 
• The submission process should be easier, which would increase the frequency of 
content updates. Users should be trained to submit knowledge directly to the 
intranet. They should also have the right tools available to be able to submit, and 
as mentioned before, there should not be any access problems. 
 
• The current submission tool should be improved or management should 
investigate and invest in a new tool. 
 
• Using the intranet should be part of an employee’s daily routine - it should not be 
seen as an additional task. These tasks should be monitored and measured as part 
 
of employees’ general performance evaluation. Paragraph 4.4.3 suggests that 
intranets should be collaboration spaces where employees could utilise knowledge 
in their daily tasks. Because intranets provide the technical infrastructure, their 
business value is reliant on their content, information resources and applications. 
 
• A possible solution the problem of finding submitted information and knowledge 
could be to train all employees to use the intranet search engine effectively. The 
search engine functionality should be revisited to ensure that it is easy to use and 
that it delivers relevant results. Through training and awareness of the type of 
knowledge available on the intranet, users will have a better idea of where to find 
specific knowledge, which could make the search process easier and less painful. 
 
• Employees should be measured on the contributions they make to sharing their 
knowledge and experience and rewarded constructively. Paragraph 4.2.1 mentions 
that publishing must be easy and that users must be encouraged to become 
recognised and visible within the enterprise through the knowledge they 
contribute via the intranet. Recommendations to Part 3 (5.5.4.1) identify specific 
rewards that could be used. 
 
• Each client project should have an intranet site where employees could share and 
publish knowledge themselves. These project sites should include relevant 
previous project knowledge. To demonstrate the value and effectiveness of a 
project site, a pilot project site could be launched for a major client delivery team 
to encourage other projects sites to follow suit and soon all projects should realise 
this value and success. There could be an annual reward and award for ‘Best 
knowledge sharing project site’. 
 
• There should also be department-specific intranet sites. As with the project sites, 
one department could buy into the concept and launch a fully integrated functional 
departmental site. Activity and success should be monitored and communicated to 
the rest of the enterprise. Departments could also be rated regularly on their 
intranet usage and knowledge sharing activities. There could be an annual award 
and reward for ‘Best knowledge sharing department’. 
 
 • Gemini Consulting and, more specifically, the Gemini Intranet/Internet Forum 
should look into new tools or perhaps improvements to current submission tools 
to make the submission process easier. Tools should be experienced as enablers, 
not as barriers. The same evaluation process used to measure the success of the 
intranet should be applied on a regular basis to the tools available on the intranet. 
The tools are as important as the knowledge or content being submitted because 
they are the enablers that make knowledge sharing easier. 
 
• As suggested by respondents, it should be compulsory for employees to submit 
key learnings and case studies relating to a completed project. This should be part 
of the formal project closeout process and the project plan should indicate 
‘incomplete’ until these project deliverables are submitted to the intranet. 
 
• It was found that most employees would like to submit knowledge via the intranet. 
This was a positive sign that the knowledge sharing culture was receptive to the 
intranet as knowledge sharing enabler, but employees would need motivation to 
submit their knowledge and experiences, and be convinced of why they should. 
 
• Specific intranet features such as Communities of Practice, White Pages, the 
intranet search engine, workflow processes and scenario planning were not 
popular tools on the local Gemini intranet. A Community of Practice tool does 
exist on the global intranet (K!New) and employees should be trained on where to 
find it and how to use it.  This could offer development opportunities for the 
Intranet/Internet Forum to look at in future. For example, a local Community of 
Practice tool could be introduced in future, provided that it complements the 
specific needs of the business unit or industry involved. In general, employees 
should be trained where to find and how to use these different intranet features. 
 
• As mentioned before, the Gemini Intranet/Internet Forum needs to communicate 
and implement the measurement of knowledge sharing via the intranet across all 
levels and departments. Measures should be defined in employees’ performance 
agreements and job descriptions to avoid confusion. Technically, the intranet 
 
usage figures should include a summary of who submitted what type of 
knowledge, and when. Contributions should be determined by quality and not by 
quantity. In other words, what is important is not how many knowledge 
submissions the employee makes, but the value they add to the enterprise by 
sharing their key learnings and experiences. These contributions could save 
Gemini and ultimately the client a lot of time and money. The quality of 
submissions should be monitored and evaluated by peers on a regular basis. 
 
In Paragraph 4.2.2 it was mentioned that as intranet technology evolves, so does the 
use of the technology and as the use improves, so does human performance. In other 
words, the intranet develops simultaneously with the enterprise’s and the employees’ 
growth. Blaming the intranet and its functionality could be an easy excuse for lack of 
knowledge sharing activities via the Gemini intranet, but the situation is aggravated 
by a general, deep seated knowledge sharing culture problem, which renders the 
problem deeper and more complex.  Part 3 of the questionnaire helped to identify 
specific cultural issues Gemini could look at to improve their knowledge sharing 
culture and activities. 
 
5.4.4 Part 3: Organisational and cultural enablers 
 
Figure 21 summarises the results of questions 35 to 37. Question 35, on the topic of 
the culture of sharing ideas via the intranet, showed a majority of ‘To a small extent’ 
replies. ‘To a moderate extent’ was second. Question 36 questions the culture of 
sharing knowledge via the intranet and scores the same number of replies of ‘To a 
moderate extent’ and ‘To a small extent’. The question on the leadership team 
encouraging knowledge sharing via the intranet had disappointingly many responses 
to ‘To a small extent’ and ‘To no extent’. Question 38 asked: ‘To what extent does the 
Gemini culture encourage risk-taking and experimentation via the intranet?’ The 
results were as disappointing as those to the previous question. 
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Figure 21: Extent to which Gemini culture has various knowledge sharing features 
 
Question 39: ‘How good is Gemini at sharing key learnings from project work via the 
intranet?’ Once again the results are very negative as most employees selected 
‘Mediocre’ and ‘Poor’ as answers.  
 
 Number of respondents Percentage 
Not Answered 1 5.3 
Mediocre 9 47.4 
Poor 9 47.4 
Total 19 100 
 
Table 6: Effectiveness of Gemini sharing key learnings from project work via the intranet 
 
Changes were made to questions 40 and 41 regarding incentives to knowledge sharing 
via the intranet. Two additional options were added, namely ‘Other incentives’ and 
‘None of the above’. In Question 40 employees had to ‘Select which of the following 
incentives [they] receive in return for knowledge sharing on the intranet’ Only one 
employee received reward and recognition and the others wanted to ‘Name others’ or 
did not answer at all. As mentioned before, this could mean that none of the options 
were relevant and therefore the two extra options were added. The only other 
 
incentive mentioned was inclusion in the performance review process. Most 
employees mentioned that they received no incentive.  
 
Question 42 asked: ‘Did you receive the right level of training to participate 
effectively in knowledge sharing initiatives on the intranet?’ Quite a few respondents 
did not answer the question, which could imply that they did not understand the 
question or they did not know the answer to the question. Because so many 
respondents didn’t answer questions 42 and 43, an extra option of  ‘Don’t know’ was 
added to the final questionnaire. Researchers using the questionnaire should change 
the wording of the question where needed. 
 
 Number of respondents Percentage 
Not Answered 5 26.3 
No 6 31.6 
Yes 8 42.1 
Total 19 100 
 
Table 7: Right level of training received to participate effectively in knowledge sharing initiatives 
on the intranet 
 
The next question asked: ‘Do new employees attend an induction session on how to 
use the intranet?’ The majority of employees said ‘Yes’. All employees need to know 
about the content of the induction sessions. Employees who have been with Gemini 
for some time should be more involved in these sessions and could learn a lot from 
them.  
 
 Number of respondents Percentage 
Not Answered 4 21.1 
No 2 10.5 
Yes 13 68.4 
Total 19 100 
 
Table 8: New employees attending an induction session on how to use the intranet 
 
 
From the open question: ‘What were and continue to be barriers to knowledge sharing 
on the intranet?’ a few barriers were identified by employees: 
 
• Lack of sufficient time for employees when they are staffed on projects 
• Lack of knowledge about the capabilities and processes for sharing knowledge 
via the intranet 
• People are not measured on their knowledge contribution via the intranet 
• Access problems for employees on remote project sites 
• Money. Insufficient investment in resources to develop the intranet properly 
• Poor project management of the holistic plan for the intranet. 
 
Figure 22 includes the results of questions 45 to 47. Question 45: ‘To what extent 
does sharing your knowledge on the intranet strengthen the relationship between 
yourself and other members of staff? Why?’ showed a majority response in ‘To no 
extent’. There were quite a number of ‘To a moderate extent’ and ‘To a small extent’ 
replies. Ideally this should be ‘To a large extent’ given that knowledge sharing should 
be about people connecting with each other, networking across the world. Reasons 
provided by employees included: 
 
• Employees found it easier and more effective to have conversations or face-to-
face interaction 
• Immediate access to other employees’ work with the facility for staff to 
contribute and comment on the documentation immediately 
• Better understanding of work being done at client projects, which could 
encourage discussion. 
 
Question 47 asked: ‘To what extent does sharing your knowledge via the intranet 
create new business opportunities for Gemini?’ Once again, the majority said ‘To no 
extent’ and ‘To a small extent’. No examples were given to motivate Question 47.  
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Figure 22: Extent to which sharing your knowledge via the intranet helps with strengthening 
relationships and creating new business 
 
5.4.4.1 Recommendations to Part 3 
 
The results to the first two questions of Part 3 indicated that there were problems with 
the knowledge sharing culture within Gemini. In an ideal knowledge sharing culture, 
sharing should occur across the enterprise and not happen in isolation or only be part 
of the daily tasks of a selected few. Gemini needs to look at the current role their 
leadership team plays in establishing and maintaining a knowledge sharing culture. 
 
As mentioned in Chapter 3, Paragraph 3.5, there were a number of factors identified 
as contributing to a knowledge sharing culture. Leadership was mentioned as one of 
these factors. Leadership at all levels of an enterprise helps develop the corporate 
culture and also has a role to play to develop a knowledge sharing culture (see 
Paragraph 3.5.1). The results to the question on whether the Gemini leadership team 
encourages employees to share knowledge via the intranet indicated that the 
leadership team should: 
 
• Have knowledge sharing success stories told at quarterly practice meetings 
 
• Take steps to remove barriers to progress such as the not-invented-here 
syndrome 
• Reinforce and reward positive behaviours and promote employees who make 
valuable knowledge contributions 
• Lead by example and show commitment to knowledge sharing through action. 
Ensure that the leadership team knows how to use the various intranet tools 
and share their intranet usage and sharing statistics with the rest of the 
employees 
• Get upward feedback on how they are doing 
• Continuously communicate to employees that the most valuable contribution 
they could make to the enterprise is to share and use each other’s knowledge. 
 
Paragraph 4.5 identified risk taking as very important to enterprises that want to create 
new knowledge, since distinctly new knowledge comes from experimentation. The 
results to the question on a culture that encourages risk taking and experimentation 
via the intranet were concerning. Enterprises are often constrained by standardised 
approaches to collecting and structuring knowledge. The Gemini leadership team 
should give employees permission to experiment with the different ways and formats 
of sharing knowledge via the intranet. This would presume that they have access to 
the right tools, knowledge and resources. 
 
The problem with sharing key learnings from project work relates to the 
recommendations made to Question 11 in Part 2 (see Paragraph 5.4.3.1). Apart from 
submissions being made compulsory, consultants must be given sufficient time to 
submit their knowledge. Half a working day or even a full day should be dedicated to 
this process before consultants are assigned to another project site. 
 
The results to the questions on incentives should prompt Gemini leadership to revisit 
their incentive schemes and they need to identify relevant and effective incentives to 
encourage knowledge sharing via the intranet. The recognition process needs to suit 
the culture of Gemini. Possible incentives they could consider, as discussed in 
Paragraph 3.5.2, are: 
 
 
• Bonuses and other monetary rewards for continuously submitting quality 
knowledge 
• Personnel evaluation and promotion. Sharing knowledge should be a 
recognised job performance goal 
• Group recognition measures. Reward departments for their contribution to 
their department’s intranet 
• Funding for travelling to conferences and attending professional meetings if 
employees share what they have learned via the intranet on returning 
• Promote knowledge sharing role models, in other words recruit and promote 
individuals who demonstrate active knowledge sharing. 
 
Paragraph 3.5.2 discussed the importance of induction programmes because they are 
often the first point of influence on the newcomer of the enterprise’s culture and 
provide a good opportunity to promote knowledge sharing. Training and induction 
sessions are offered at Gemini, but they need to be further developed and customised 
to specific user needs. Training was often mentioned a possible solution to problems 
in Part 2. Training should be ongoing, in other words refresher sessions should be 
held for all employees, not just the new employees. 
 
It was cause for concern that the majority of employees felt that sharing their 
knowledge via the intranet helps to strengthen relationships between them and other 
team members ‘to no extent’. Reasons provided included that face-to-face interaction 
was more effective and intranet usage was limited in functionality. As discussed in 
Paragraph 4.3.1, the intranet offers an electronic platform for knowledge sharing. 
Gemini needs to combine these intranet functionalities with human interaction. 
Important and useful information is often too complex to put online, so the solution 
could be to provide a database that would allow users to identify potentially helpful 
individuals and encourage follow-up off-line, in a face-to-face discussion (see 
Paragraph 4.5). Each format should complement the other. Having project-related 
knowledge and information on the intranet helps employees to understand what 
fellow colleagues are working on and encourages discussion when they to meet face-
to-face. Another suggestion could be the creation of knowledge networks, by brining 
 
people together face-to-face and virtually to exchange and build their collective 
knowledge in their speciality area (see Paragraph 4.4.1). 
 
Unfortunately, ‘To no extent’ was the general answer to the final question of whether 
sharing knowledge via the intranet creates new business opportunities for Gemini. 
Identifying such opportunities should be encouraged and communicated to the 
practice more often. Project-related war stories or success stories could be 
communicated to the practice via the intranet more often. These stories should include 
success stories of how the intranet tools led to these project successes. 
 
Recommendations to Part 2 have been mostly of a technical nature and monetary 
investments are usually part of the solution. In Part 3, however, recommendations 
often entail a different type of investment, namely time and effort. Of all the areas that 
need attention, Gemini’s knowledge sharing culture, or lack thereof, was of great 
concern. Even if the intranet had the best tools and functionality, without a healthy 
knowledge sharing culture, driven from top management, knowledge sharing would 
not be successful. 
 
5.4.5 Part 4: Knowledge management strategy and intranet strategy 
 
Question 49 asked: ‘To what extent do new ideas for knowledge management 
initiatives come from all departments in Gemini?’ Most replied ‘ To a small extent’ 
which was cause for concern, since all departments should take ownership of and 
contribute to knowledge management initiatives. 
 
 Number of respondents Percentage 
To a moderate extent 1 16.7 
To a small extent 5 83.3 
Total 6 100 
 
Table 9: Extent to which new ideas for knowledge management initiatives come from all 
departments in Gemini 
 
Question 50: ‘To what extent do new ideas for knowledge management initiatives 
come from just one department?’ confirms the concern raised by Question 49. Most 
 
employees felt that new ideas for knowledge management initiatives come from one 
department. Respondents said that Gemini has not committed adequate resources to 
knowledge management initiatives.   
 
 Number of respondents Percentage 
To a large extent 1 16.7 
To a moderate extent 1 16.7 
To a small extent 4 66.6 
Total 6 100 
 
Table 10: Extent to which Gemini commits an adequate level of resources to knowledge 
management initiatives 
 
The wording of Question 52 was changed in the final questionnaire because the 
original question could actually be two separate questions. Question 52 asked: ‘To 
what extent have Gemini future knowledge needs been identified?’ The fact that not 
all 6 respondents answered ‘To a large extent’ showed that the Intranet/Internet 
Forum should spend more time to investigating these needs. The same applies to the 
results of Question 53: ‘To what extent does Gemini have a development plan in place 
to meet its future knowledge needs?’ 
 
 Number of respondents Percentage 
To a large extent 3 50.0 
To a moderate extent 3 50.0 
Total 6 100 
 
Table 11: Extent to which Gemini has a development plan in place to meet its future knowledge 
needs 
 
The majority ‘To a moderate extent’ reply to Question 54: ‘To what extent is this plan 
being communicated to the employees?’ indicated that the Intranet/Internet Forum 
should communicate development plans to the rest of the practice on a regular basis. 
 
  Number of respondents Percentage 
To a large extent 2 33.3 
To a moderate extent 4 66.7 
Total 6 100 
 
Table 12: Extent to which this plan has been communicated to the employees 
 
No general comments were received in response to the final question. 
5.4.5.1 Recommendations to Part 4 
 
As mentioned before, this section was only sent out to the 6 Gemini Intranet/Internet 
Forum members. The majority of members indicated that new ideas for knowledge 
management initiatives come from one department. Knowledge management 
initiatives need to be supported and maintained from all departments within Gemini. 
It is acceptable if one department coordinates the knowledge management initiatives, 
but each department should own and implement its own knowledge sharing activities. 
This could be the reason why most employees do not participate in knowledge sharing 
activities, as they feel excluded from such initiatives. Each unit or department should 
identify a knowledge sharing champion to drive, demonstrate and encourage 
knowledge sharing via the intranet and via face-to-face interaction, within the unit. 
 
Paragraph 2.5 of this report mentioned that one of the essential factors in launching a 
successful knowledge management strategy is that it fit the enterprise’s needs and 
goals and matches its strategic objectives. Part of this strategy should be a knowledge-
based analysis of the strengths, weaknesses, opportunities and threats facing Gemini. 
Responses to the question on whether or not knowledge needs have been identified 
showed that Gemini has to some extent identified these knowledge resources and 
capabilities. It was, however, problematic that employees felt that there are not 
enough appropriate resources committed to Gemini knowledge management 
initiatives. Leadership needs to take an investment decision on this. They should think 
of the knowledge strategy as balancing knowledge-based resources and capabilities to 
the knowledge required for providing products or services in ways superior to those of 
their competitors. Communicating the development plan for knowledge management 
 
and knowledge sharing within the company could support and enhance leadership’s 
message of committing to a knowledge sharing culture. The development plan should 
not be cast in stone and needs to be adapted to match changes in business strategy. 
 
5.5 Conclusion 
 
The purpose of the empirical study was to develop and test a model or measurement 
tool that could be used to determine the effectiveness or failure of an enterprise 
intranet as a knowledge sharing enabler. Two sets of results were obtained. Firstly, the 
prototype questionnaire was tested in the Gemini Consulting local intranet 
environment and the necessary changes were made to the questionnaire. Results and 
additional comments by Gemini employees were used to change and adapt the 
prototype version of the questionnaire. Even with these changes to the prototype 
questionnaire, the questionnaire should only be seen as a guideline and general 
structure that future researchers could use to create their own customised version of a 
measurement tool. It is impossible to design a template that accommodates all 
possible enterprise types and industries.  
 
Secondly, the questionnaire indicated the absence of a successful knowledge sharing 
culture at Gemini Consulting and the intranet could therefore not be considered an 
enabler, but rather a further barrier to effective knowledge management. 
Recommendations have been made on how the leadership team of an enterprise could 
improve the general knowledge sharing culture within their enterprise. Once that has 
been achieved, changes should to be made to the intranet itself to make it more 
conducive to knowledge sharing. The recommendations can be summarised as 
follows: 
 
A. Intranet as knowledge sharing enabling technology 
 
Problem identified Recommendation 
Poor remote connectivity to the intranet Invest in technology to resolve the 
problem 
Lack of useful information on the intranet Identify gaps and populate the intranet 
with relevant information as soon as 
possible and continue to update 
information on a regular basis 
 
Using the intranet not part of routine, 
daily tasks 
Integrate applications for routine tasks 
with the intranet environment 
Difficult to find submitted information 
and knowledge via the intranet search 
engine 
Improve search engine functionality and 
train employees on how to use it 
effectively 
Limited measurement of contributions 
made by employees 
Evaluate quality of submissions via peer 
review and value added to enterprise and 
clients 
Poor sharing of knowledge from project 
sites 
Each client project team should have an 
intranet site where members could share 
and publish knowledge themselves 
Poor sharing of departmental knowledge Each department should have an intranet 
site where delivery teams could share and 
publish knowledge themselves. Evaluate 
these sites regularly 
Submission process not easy for users Improve current submission tool and train 
employees to use the tool 
Key learnings are not captured at 
completion of projects 
Make it compulsory and part of official 
project close-down process 
Communities of Practice and White 
Pages are not utilised 
Train users and show them the benefits of 
using these tools 
 
B. Organisational and cultural enablers 
 
Problem identified Recommendation 
Leadership team do not encourage 
employees to share knowledge via the 
intranet 
They should lead by example and show 
commitment to knowledge sharing 
through action 
Consultants do not have time to submit 
key learnings from a project 
Half a working day or a full day should 
be dedicated to this process before 
consultants are assigned to new project 
sites 
Employees do not receive incentives for 
participating in knowledge sharing 
activities 
Identify and implement reward and 
recognition processes that suit the culture 
of Gemini 
Lack of refresher training courses to 
update all employees on intranet 
developments and new tools 
Develop and customise training sessions 
to specific user needs 
Employee relationships not strengthened 
by knowledge sharing via intranet 
Combine intranet functionalities with 
human interaction/ face-to-face 
discussion 
Knowledge sharing via the intranet does 
not create new business opportunities 
Project-related war stories or success 
stories should be shared via the intranet 
to identify new solutions to client 
problems 
 
 
 C. Knowledge management strategy and intranet strategy 
 
Problem identified Recommendation 
Knowledge management initiatives come 
from one department 
Each department should identify a 
knowledge-sharing champion to 
demonstrate and encourage knowledge 
sharing via the intranet 
Insufficient resources committed to 
Gemini knowledge management 
initiatives 
Invest in the right tools and technology. 
Employ people who want to share their 
knowledge 
Communication of future knowledge 
needs development plan 
Plan and message should support and 
enhance leadership’s message of 
committing to a knowledge sharing 
culture 
 
 
The general conclusion is that knowledge management initiatives are not supported 
and maintained by all departments within Gemini. This could be the reason why most 
employees did not participate in knowledge sharing activities because they felt 
excluded from knowledge management initiatives. Another matter of concern is that 
insufficient adequate resources have been committed to Gemini knowledge 
management initiatives. Leadership should invest in the right tools and the right 
people to make knowledge sharing throughout the practice a success. Leadership also 
urgently needs to invest personal time and effort in creating a knowledge sharing 
culture in Gemini.  
 
The questionnaire itself could be customised even further by enterprises wishing to 
use it. After some time, and once certain changes and developments are made to 
enhance the knowledge sharing culture within the enterprise, the questionnaire could 
be redistributed. This could determine and measure success and progress. Perhaps it is 
best to conduct face-to-face interviews with employees or distribute the questionnaire 
by e-mail, in order to avoid remote access problems. 
 
Although an enterprise intranet should not be perceived as the sole answer to 
resolving knowledge sharing issues, its development and growth is becoming a 
cornerstone and an essential tool of knowledge management strategies (Stoddart, 
2001: 21). Intranets represent a tool of potentially high value to an enterprise. 
 
Realising this value requires the enterprise to resolve the conflict between the 
perceptions of an intranet as a quick, cheap, easy fix and the reality that, like any 
other information system, intranets must be planned and managed and every 
employee needs to take ownership and buy into the concept of the intranet as a 
knowledge sharing enabler. For this to happen, employees need to see and feel the 
‘real’ value they could add and receive by using the intranet for day-to-day 
knowledge sharing activities. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
6 Conclusion 
 
6.1 Introduction 
 
Successful enterprises are those that consistently create new knowledge, disseminate 
it widely throughout the enterprise and quickly embed it in new technologies and 
products. These so-called ‘knowledge-creating’ enterprises understand what 
knowledge is and what they should do to exploit it. In other words, they successfully 
manage and share their knowledge throughout their enterprise. Knowledge-creating 
enterprises are similar to learning organisations (see Paragraph 2.6) and are skilled at: 
 
• Systematic problem solving 
• Experimentation with new approaches 
• Learning from their own experiences and past history 
• Learning from the experiences and best practices of others 
• Transferring knowledge quickly and efficiently throughout the organisation.  
 
When launching a knowledge management initiative, it is important to identify which 
knowledge management processes are most relevant to the enterprise’s environment 
and systems, and processes should be created that support these activities and 
integrate them into daily operations. Merely to review the knowledge management 
processes is not sufficient when analysing the knowledge sharing initiative of an 
enterprise. Paragraph 2.4.3 discussed broader elements and issues to be identified and 
recognised for the influence they have on the knowledge management process. The 
elements mentioned were: 
 
• Enterprises should encourage individuals to interact, to work together on 
projects, or to share their ideas on an informal basis  
• Systems are needed to codify the knowledge of individuals so that others can 
use it 
• Enterprises should have access to new knowledge from outside their 
boundaries, as a means of updating and renewing their own knowledge bases. 
 
Applying these elements involves three sets of tools (Birkinshaw, 2001:14-15): 
 
 • Information technology 
• Formal and informal structures 
• Specific knowledge management tools. 
 
Of the different knowledge management processes discussed in this report (see 
Paragraph 2.4), the knowledge sharing or contribution part of the knowledge 
management process seemed to be the most difficult for enterprises (Paragraph 
2.4.2.4). Knowledge sharing is usually already taking place in organisations ad hoc 
via employees’ informal networks. Knowledge management could help to make this a 
more systematic process. For any knowledge management and knowledge sharing 
initiative to succeed, it should be linked to the creation of economic value and 
competitive advantage for the enterprise. Grounding knowledge management and 
knowledge sharing within the context of the enterprise’s business strategy could 
accomplish this (See Paragraph 2.5). Part of this strategy is to ensure that through 
knowledge management and other initiatives there is opportunity for learning, 
experimentation and growth. An environment conducive to learning and knowledge 
sharing needs to be created by integrating knowledge management into the general 
culture and knowledge culture of the enterprise.  
 
Each enterprise has specific beliefs, values and norms, thus creating a unique 
corporate culture. Creating a corporate culture where knowledge is valued and shared 
effectively could be a challenge. Skyrme and Amidon (1997:259) found that 
appropriate cultures are those that value change, learning, innovation, openness and 
trust. The success of a knowledge management initiative also requires enterprises to 
be aware of their specific corporate culture and how it influences their behaviour and 
attitude towards knowledge sharing. Enterprises should identify and clarify existing 
norms and practices that may be barriers to improved behaviours, and decide if those 
elements of the corporate culture can be changed to support these behaviours. 
Because employee behaviour determines the sharing of knowledge, it was mentioned 
that leadership has an important role to play and they could use various motivational 
practices, as described in Paragraph 3.5.2, to encourage knowledge sharing. 
Knowledge management, like any other programme, requires leadership commitment 
 
to create an environment within which employees are able to share, assess and 
experiment with new knowledge gained. The corporate intranet could be used as such 
an environment, but employees need to be trained to use their knowledge 
management IT tools, making it as easy as possible for employees to contribute to the 
enterprise knowledge base.   
 
Chapter 4 showed the enterprise intranet as a tool that could promote information 
seeking and knowledge sharing by functioning as a front-end to a knowledge 
management system that could stimulate enterprise knowledge sharing. It was 
therefore mentioned that the design of the intranet should facilitate the sharing and re-
use of knowledge. A behavioural-ecological framework was suggested for intranet 
design as an open infrastructure that supports the creation, sharing and use of 
knowledge. Intranet usage should be embedded in the enterprise’s general corporate 
and knowledge sharing culture. The intranet should be seen as an essential part of the 
enterprise’s knowledge management system and should be designed to suit and 
enhance the enterprise knowledge sharing activities and culture. Choo et al. (2000:86) 
suggest an information-based model for cultivating enterprise knowledge and 
intelligence via an intranet. The components of the model were: 
 
• A content space to facilitate information access and retrieval  
• A communication space to negotiate collective understanding, interpretation 
and shared meaning 
• A collaboration space to support co-operative work action.  
 
It was also mentioned that intranets should be evaluated regularly to determine its 
current contribution to as well as future potential of the knowledge sharing capability 
of the enterprise.  
 
6.2 Conclusion 
 
A detailed discussion was given on the importance of evaluating and measuring the 
enterprise intranets and various measurement tools were mentioned and discussed, 
which led to the formulation of an intranet evaluation tool or questionnaire. The 
prototype questionnaire was compiled by using measurement tools used by other 
 
researchers, while adding and building onto their suggested measures. The evaluation 
tool was used to measure how an enterprise uses its corporate intranet as a possible 
knowledge sharing tool. The questionnaire brought together the concepts of 
knowledge management, knowledge sharing cultures and intranet functionalities. The 
questionnaire measured the following focus areas: 
 
• The intranet as knowledge sharing enabling technology 
• Organisational and cultural enablers 
• Knowledge management strategy and intranet strategy. 
 
The purpose of the survey was to evaluate the effectiveness of a management 
consulting business’s intranet in enhancing the enterprise’s knowledge sharing 
culture. 
 
In general, it is important to note that the format (online, structured interviews or e-
mail) of the questionnaire should depend on the technology available and culture of 
the enterprise. For example, when choosing the online version of a questionnaire, the 
employees need to have the skills and the necessary access to technology. They 
should also be comfortable with submitting information online. In the light of 
technical constraints experienced at Gemini, an e-mailed questionnaire could have 
been more effective. Filling in a questionnaire was in fact knowledge sharing in a 
structured and formal way. A reward of some kind would motivate employees to 
participate. The type of reward should depend on the enterprise culture.  
 
The questionnaire was adjusted after analysis of the pilot results, in order to ask the 
most relevant, clearly formulated questions. The questionnaire results were also used 
to analyse the current knowledge sharing culture in Gemini Consulting and the 
specific role the intranet played as a possible knowledge sharing enabler. 
 
The questionnaire determined that a successful knowledge sharing culture was absent 
at Gemini Consulting. Recommendations were given to enterprises using the 
questionnaire and to enterprises in similar environments, on ways to improve their 
general knowledge sharing culture. For example, leadership teams should: 
 
 • Lead by example and show commitment to knowledge sharing through action 
• Invest their own time and effort in creating a knowledge sharing culture in the 
enterprise 
• Identify and implement reward and recognition processes that suit the culture 
of the enterprise 
• Promote sharing of project-related war stories or success stories via the 
intranet to identify new solutions to client problems 
• Communicate a knowledge management plan and message that support and 
enhance commitment to a knowledge sharing culture. 
 
Changes also needed to be made to the intranet itself to make it more conducive to 
knowledge sharing. Often, employees did not see or experience their intranet as a 
knowledge sharing enabler. Recommendations to change these issues included: 
 
• Investment in the right tools and employees to ensure success of knowledge 
sharing throughout the enterprise 
• Investment in technology to resolve possible remote access problems  
• Integration of applications for routine tasks with the intranet environment 
• Peer evaluation of quality of knowledge submissions and value added to the 
enterprise and clients 
• Improving submission tools if relevant and training employees to use these 
tools more effectively 
• Compulsory capture of key learnings as part of official project closure. 
 
Intranets represent a tool of potentially high value to any enterprise, but in order to 
realise this value, intranets should be properly measured and managed and every 
employee needs to take ownership and buy into the concept of the intranet as a 
knowledge sharing enabler. This calls for employees to be motivated in various ways, 
so that they can see and experience the value they could add and receive by using the 
intranet for knowledge sharing activities. 
 
 6.3 Suggestions for further research 
 
Pursuant to this study, the following suggestions were made regarding further 
research: 
 
• Further application and testing of the questionnaire in different companies and in 
different industries. Results could be used to identify differences and trends in 
knowledge sharing via enterprise intranets. 
• The questionnaire could be used to measure the effectiveness of knowledge 
sharing activities via the global Cap Gemini Ernst & Young intranet (K!New) and 
the global results compared with the local results. 
• After some time and once certain changes and developments are made to enhance 
the knowledge sharing culture within Gemini, the questionnaire could be 
redistributed. This could determine and measure success and progress. 
• The literature reviewed in the course of this study consistently identified the need 
for a measurement tool that could determine the impact of knowledge 
management on an enterprise’s bottom line. Being able to determine that could 
serve as a motivation to leadership to incorporate their knowledge management 
initiatives and consequently the enterprise knowledge sharing processes into the 
general business strategy. 
• The knowledge sharing effectiveness of an enterprise intranet could be measured 
against the knowledge sharing effectiveness of an enterprise portal.  
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 Appendix: Questionnaire 
 
Knowledge sharing via the Gemini intranet 
 
Kindly provide the following background information. This information will only be 
used to facilitate comparisons of groups of people. 
 
Part 1: Biographic detail 
Personal 
1. Gender :                                   Male             Female 
2. Age group in completed years:                  20-30 
                                                                          31-40 
                                                                          41-50 
                                                                          51 or older 
 
3. Full years in current position:            0 (i.e. less than one year) 
                                                                             1-3 
                                                                             4-5 
                                                                             6 or more 
4. Which one of the following best describes your job function (mark one option 
only): 
Sales   Strategic Research  
Marketing  Information Services  
Finance  Consulting  
Facilities Management  Human Resources  
IT  Support Services  
Other (please specify): 
5. Level within your enterprise:  
Executive management  Middle management  
Technical  Professional  
Other (please specify): 
 
 
Part 2: The intranet as knowledge sharing enabling technology 
 
6. How often do you share your experience of knowing where to find 
information with other members of staff via the intranet? 
 
Never Seldom Often Always 
 
 
 
7. How often do you share your experience of knowing whom to ask for help 
with other members of staff via the intranet? 
 
Never Seldom Often Always 
 
 
8. How often do you share your experience of knowing how to resolve a problem 
with other members of staff via the intranet? 
 
Never Seldom Often Always 
 
 
9. How frequently do you use Gemini’s intranet for work-related tasks? 
 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
10. What improvements do you believe could be made to the intranet to make 
knowledge sharing easier for daily work? 
 
11. What improvements could be made to the intranet to make knowledge sharing 
easier for employees working on client projects? 
 
12. What improvements could be made to the intranet to make knowledge sharing     
of Gemini company information easier? 
 
13. What improvements could be made to the intranet to make knowledge sharing      
of departmental information easier? 
 
14. How easily do you locate information relevant to your work on the intranet?  
 
Very easily Easily With some 
difficulty 
With great 
difficulty 
 
 
15. If you experience difficulty in locating information on the intranet, kindly 
indicate the reasons why you believe this is so: 
 
 
16. Have you submitted knowledge via the intranet in the last 12 months?   
 
Yes No 
 
If you answered ‘Yes’ please continue with questions 17 to 21, ignore question 22 and 
23 and proceed with the questionnaire from question 24 onwards. 
 
If you answered ‘No’ please proceed to question 22 and continue with the 
questionnaire. 
 
 
17. If yes, how easy is it to submit knowledge via the intranet? 
Very easy Easy Somewhat 
difficult 
Very 
difficult 
 
 
18. How do you submit items via the intranet (mark one option only)  
  
Directly Via the webmaster Both directly and 
via the webmaster 
 
If you submit knowledge directly via the intranet: 
 
19. How often do you submit? 
 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
20. What type of knowledge do you submit? 
 
 
21. To what extent are the tools for publishing directly on the intranet adequate for 
your needs? 
 
More than 
adequate 
Adequate Somewhat 
inadequate 
Highly inadequate 
      
 
 
22. If you do not contribute knowledge via the intranet, would you like to 
contribute knowledge via the intranet? 
 
Yes No 
 
 
23. Please state briefly why you don’t submit knowledge via the intranet? 
 
 
24. To what extent does using the intranet help you to improve your productivity?  
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
25. Kindly justify you answer in question 24. 
 
 
 
26. To what extent does the intranet make a contribution to the performance of 
your department or unit? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
27. What benefits do you think Gemini could realise if it improved the ways it      
organises and reuses existing skills and experience on the intranet? 
 
How often do you use each of the following intranet features for work activities? 
28. Communities of Practice: (medium that allows users to converse electronically 
and exchange ideas about topics of common interest) 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
29. White pages: (record of the organisation’s employees, their job, experience, 
interests, etc.) 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
30. Search engine: (facility that allow users to flexibly search and retrieve    
information) 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
31. Workflow Process: (online process for submittal, approval and progressing of     
tasks) 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
32. Scenario planning: (facility for exploring potential scenarios for a situation, in    
order to choose the best option or facilitate planning) 
Daily Weekly Monthly Seldom (less than 
once a month) 
 
 
33. Is the success of knowledge sharing via the Gemini intranet being measured?  
 Yes No Not sure 
 
 
34. If yes, which of the following methods are being used (please mark all   
applicable)? 
 
 
• Feedback from users on the effectiveness of knowledge sharing via the 
intranet 
 
• Feedback from users on the usefulness of knowledge sharing via the 
intranet 
 
• Tracking of intranet usage figures 
 
• Tracking of content contribution via the intranet 
 
• Don’t know which methods are used 
 
Part 3: Organisational and cultural enablers 
 
35. To what extent does Gemini have a culture of sharing ideas via the intranet? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
      36. To what extent does Gemini have a culture of sharing knowledge via the       
intranet? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
37. To what extent does the Gemini leadership team encourage you to share your 
knowledge with other members of staff via the intranet? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
38. To what extent does the Gemini culture encourage risk taking and 
experimentation via the intranet? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
39. How good is Gemini at sharing key learnings from project work via the 
intranet? 
Poor Mediocre Good Excellent 
 
 
40. Select which of the following incentives do you receive in return for your 
knowledge sharing on the intranet? 
 
 
a. Award and recognition 
 
b. Financial: part of annual bonus scheme 
 
c. Promotion opportunities 
 
d. Training or educational opportunities 
 
e. Funding for travel and conference attendance 
 
f. Other incentives 
 
g. None of the above 
 
 
41. If you have chosen ‘Other incentives’ please specify: 
 
42. Did you receive the right level of training to participate effectively in 
knowledge sharing initiatives on the intranet? 
 
Yes No Don’t know 
 
 
43. Do new employees attend an induction session on how to use the intranet? 
 
Yes No Don’t know 
 
 
44. What were and continue to be barriers to knowledge sharing on the intranet? 
 
 
45. To what extent does sharing your knowledge on the intranet strengthen the 
relationship between yourself and other members of staff? Why? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
46. Provide reasons: 
 
 
47. To what extent does sharing your knowledge via the intranet create new business 
opportunities for Gemini? 
 
To no extent To a small extent To a moderate 
extent 
To a large extent 
48. Give examples: 
 
 
 
 
 
Part 4: Knowledge management strategy and intranet strategy 
 
49. To what extent do new ideas for knowledge management initiatives come 
from all departments in Gemini?  
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
50. To what extent do new ideas for knowledge management initiatives come 
from just one department? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
 
51. To what extent does Gemini commit an adequate level of resources to 
knowledge management initiatives? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
52. To what extent have Gemini future knowledge needs been identified?  
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
53. To what extent does Gemini have a development plan in place to meet future 
knowledge needs? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
54. To what extent is this plan being communicated to employees? 
To no extent To a small extent To a moderate 
extent 
To a large extent 
 
55. Do you have any other comments that you would like to make about the 
sharing of know-how via the Gemini intranet? 
 
 
Thanks for taking time to complete the questionnaire. 
 
  
